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ENERGY MANAGEMENT GUIDE 


SUMMARY 


This guide is intended primarily far buiding energy managers and !h©r line managers 
it will also be useful to anyone intending to esiabtish or review energy management 
activities in their organisation. 

The matrix described in Chapter 2 is the key to using this guide to help you analyse 
energy management in your own organisation and to indicate which issues need your 
attention first. 

The purpose of the guide is to help you assess the current stale of energy 
management in your organisation and to grve you advice about how to review your 
own effectiveness. The giide will heap you define where you are at present and where 
you want to get to next. It mil help you make a formal assessment of the following 
'key' organisational aspects of energy management. 

# Energy policy: why you need a formal oommitmsril 10 energy managemen! frem 
your organisation. 

* Organising: how to integrate energy management into your organisation's formal 
and informal management structure. 

• Motivation: how to build effective rgfattons wilh energy users arid rrotivate them to 
conserve energy. 

# ihibrmafpbn systems what is an appropriate and effective information system, 

* Marketing: where and how to promote and publicise energy management and 
your achievements. 

• .'nvesimefTt: how to identify projects and justify investment in increased energy 
effciency and how to demonstrate value for money to top management. 

* Funding: whal are the options for tuning energy management activities. 

Background 

The advice in this guide Is derived from two recent surveys of energy information 
systems. Over fOQ organisations responded to these surveys. All had an annual 
energy spend in excess of £500,000 and about half were private companies and half 
m the public sector. The key findings of the surveys were: 

■ information about energy is poorly integrated into management systems 

• m half the organisations contacted energy management is marginalised as a 
technical speciality 

# only a third of the respondents believed they had energy use under control in more 
than three-quarters of their buidtogs 

m energy inforrnalion systems are working smoothly in less than 10% of the 
organisations contacted 

# organisations with many smal premises have special problems getting reliable 
mater readings of consumption. 
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Aims 

Typtcsffy, appeals la contra* energy consumption do not directly motivate most 
m anagm or end users. Most senior managers in an organisation are not m rtetfaialy 
concerned with conserving energy Their main priorities are lor ine organisation s 
survival, Its efficiency or profiiafrliiY* and lor ihe* own professional dovetapmenf . 

The concerns ot energy management staff include: monitoring consumption, 
setting targets, identifying and corrocting lautts, motivating stall to conserve energy 
and iderrfriying and im0l0menting energy saving measures. 

These two sets of aims - of senior managers cm the one hand and of energy staff 
on the other- are not necessarily in cpnflici with each other indeed one key to 
successhi energy management e& to develop ways that, as tar as possible, aflow 
these two sets of aims to overlap. The way for you, as energy manager, to achieve 
this is to rntroduce two additional amis, one for senior managers and one tor energy 
staff 

The adcK tonal 

• Id obtain appropriate management information on energy consumption. 

The additional aim for energy staff Is; 

* to demonstrate efli^^ to senior and top managers, txadgei holdora 

and end users. 

H you car prwde s^ndr managers wlh information they can u$6 to achieve their 
oms. and if you are ade to convince them mat you are producing significant benefits 
for your organisation, then they are much more likely to support your energy 
management actMtes. 

Tho need for action 

As energy jTiarag^rs you wrl! be only too aware of the need tor action Nevertheless, 
to convince others it is helpAJ to have a rimpta mission statement, 

frhpnjii^d comply partonrance 

Industry, oommffce and the pubic sector spend ott £13 Mon each year on energy 
Yef tots cotid be reduced by a fifth through rnproved energy nwi^gemenl Your 
energy spend is not an unavoidable overhead - it is a co ntroiabte cost, perhaps your 
largest one. 

fmpro^ erMfunmant 

Today, saving money is nol the only reason tor cutting your energy consumption. 
Growng public concern and tnaea&ngly stringent tetfstation mean that ihe environ- 
mental impact of your organisation's energy use must be oon^jfed. Energy use 
contributes to gtobal warming , one of Die greatest environmerrtaf diaflenge-f facing the 
world Energy u£6 in budding*; produces hart of the LNtfid Kingdom's CO t &r*s&on&. 
Energy efficiency is one of the quickest and mas* Cost-effective ways to reduce ths 
tfreat 

A new British Standard on anvttDfwemal managomem systems was Dubfcshod in 
Apnl 1992 which spells out how your organisation should sei about auditing its 
m&QnrrmM performance. Reviewing your energy cormrnptcn and integrating 
energy management into your organisation is a good place to start a wider 
programme of environmental management. 


$«nef manage V Aftng neJOdtt- 
■ utvtng morwy 

* eMMig e^>CHF*cy- o- LirrifttBbAtv 

* vk^cpmem 

Ensrp y mannaomont aims; 

* n-hmlKorvi^ umnniv cpnsurriptssn 
acoimftily arvi of^rrxspfkivT^ly 

* vr tltfhg CC r. .■ pi wl mg&M 

* ttnfifying and i ;rri-a*ig faoiti 
« - 4 ■ -|T#VJ rrcifl K- cor.sfTV* 

pood 

* «>r 1 .tf und wn&m 

iifrtrtEl rwBurift 


SS7750 .1M7, SnocrficaSkyi tar 

AtaraigifFTnnf Systorra. 
Brib&n Standards ktm rticm. London 
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ENERGY MANAGEMENT MATRIX 


The mat™ has bean devsed to: 

• heip you eternity and descroe Th= current priority attached to drftorcnt aspects ol 
energy mnnogomail n your organisation 

• indicate itirerrestiwo ways d Organisng energy management 

Thrj rowa of !he matrix represent increasffig levels of oornptoxrty or sophstJcafton m 
dealing wild six hey management issues. Moving up the matrix signifies an 
Increasingly mature and formal approach lo Handing onfirgy managemart activities 
and Impfett increasingly ’good' practice. 


Energy P-ipe* 50. &ergv Omservason 

in Jnouflfiy an of ^ 

OCponurwtw ana Sa'rre^. h«SO, 
tendon 1%3 


The Armitage Norton Report 

In July 1983 the Department of Energy published a report entitled Energy 
Conservation Investment in Industry (The Aimi!age Norton Report) Much of the 
emphasis ol the report was on an orgamsa'en's managemer* approach to energy 
matters 

The rapori tdontifeO two toy darners to energy rranagonyrt 

• the tow status of energy management 

• Ihe low priority Of energy rivestment. 

rt also drew attention lo three significant organisational issues: 

• energy potcy 

• energy managun lent structures 

• energy reporting systems 



P S Hnmi, 'Trio AnrWuge Norton Rsesri 
Energy Utart flnsturcri AssociAlnn 
j jmifod, Bullot-n No ii, psitruary tear 


An imprxianl aicghi nl the report was Ihe suggestion thal these three aspects of 
an energy management progranvne could be oul ol phase: a scale of 0 to 4 being 
used r<> measure me maturity of each aspect, in istw. Peter Hams convened this 
idea into a matrix. Ecfcpse tfevetoped the Energy Managemert Matrix opposite to 
include three other key organisational issues. 

How to us© the matrix 

To us© the mat™ you need to identify those issues that or© curantty more critical or 
more in need of review Shan Diners. Detailed gutoiinoe on how lo do this is given on 
page 7, 

fn isumrriarv you shotiefc 

* koc*ii£ your orpanirsatdfi on th$ rnaSrr* 

• eonct muHfi oil t hosa columns Whefe you can matoa Iho mosl progress 

# idani ify ob £ .*1 . is :h is \o progress cind decide now 1 hese n ™ * i ii tie over l oma 

* Idoniify opportunithK for improvement and dockk\ h ow rh am can bo e*p4dtecJ 
m Invoke oltiers, bath senior managers and end user& in this process l 
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Description of trie matrix 

Tie maim provides a puck, easy to use but effects® method to es'atftsh ( oi organisational profile Each ccAmn of trie main* 
deals Win one of Six organeationaJ issues: policy, Ofganeatari, motivation, nformatcn systems. marketing and investment The 
ascending rows, from 0 to 4, represent increasingly sophstaaled handting of these issues, You aim is to move up through these 
fcwote towards current best pocfrce' and. as you do so, to develop balance across the owjmrts 

Organisational profile 

When you draw a line through each of the matrix cess which Pest describes your organisational approach to energy management, 
you will probably find that some aspects are more advanced or sophisticated than others. This is not unusual. Your organisational 
profile will show you those aspects where some further attention Is required to ensure energy management is developed in a 
rounded, allective way. Only by developing energy management evenly wd you be sure of getting I he most oui of your Investment. 

ENERGY MANAGEMENT MATRIX 








Energy 

Policy 

Organising 

Motivation 

Information 

systems 

Marketing 

Investment 

pricy, action 
pkm nr <d ragrilf 

rsww tarvfl 

rttirttfTTvM at Ivp 
rrufiiKiwiwrt m pari 
ot tin VNtrqnmoiittf 

Ertargry mamQsmtftt 
Mr fciyM irrto 
rmowtonl 
FitFyctue. Dear 
dtiftgtflQrt of 
respeosijity (or 

anergn const-r^toi 

FuriM ■rtl rtcwfri 

fifiamotiicrf 
*00mrni4^ci(rt Kfl 
YflQiiHrtv n «plr>iiicJ by 
efUV^yrtVirHiQfP nhsl 
itf Kifijy fiaH Jit 1 

Ml 

CprvfErfimnfts 
System !Krts 
rhup iflus t corurfris* 
boo, rtonflifeH Wes, 
cwiwifofrae sdvsnga 
find tFn-jvHJfH buCKJrf 
IMICMV 

Marking |hg .flkj? 
Of Wray ffTTiciercy 

4(^1 ITrii psiHiyrfiflihcti 

or emm ay n lt irunj** 
rrwm both wllhn lha 
HflMMWlidri rwxT 
cxrtsJd* it 

'tf-VCnnvidi 
UOn ti Inwcti of 
i^iwn' TwiNmeg with 
dnEoM niyipirrri«H 
approMl erf rU fwwr- 
DuUtf add lOfufttaJh- 

F dwmsrf pdfcv, 

iCLPPIBifllTtfifl & un ipp 

Enwgy Ttfapflr 
MJXMMtetfr to 

V IP yy QCnTTTftliJB 

Ohara) ti j rrmitm 
fit thw fnm^qg 

OOOrtt 

Erwgy cqrrartfflw 

lb«J as, rr*n rfwYirf 
topDtftar w*ft cfcTPd 
oxtact 

MLTmflstor 

ntfhnaj# POTt as 
based on &jb~ 
flitflfirng bu 
fAKTlKl 

et Mitt 
ind 
[thirty 
CatpBi^a 

Sam a pay back 
firavu ampiO|fvd as 
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UnoEk^aci tn^ 
P*¥ act by nrer® 
twwoot or wnot 
dufrlrlr win if 
rrwwnjnr 

£wgr marage* *1 
ooaf. reporlvK) Ip 
ad-hoc cortfi^w. 
tut s me managemorrt 
=wxj Buiiwrv lV' l 
UK- felF 

Gof^r«Kl wrttr major 
uaani tr^-jugn ml h ot 
commriiao d banri by 
sonipr O^kirtri kwHrfl 
manager 

MonHcmg nrtS 
Ijiryahr 1 ^ rqMrte 
besocf on supply 
ttxtiar fjjla Erioryy 

haa m hoc 
ir^dlwTHiit in budget 
■atilng 

Somftfld hoc alflh 
awtMIM Trnnng 

nyaKmantf using 
U»13rUefm pay bpgk 
mum only 

1 

Afi rftwhflan Ml til 

thmgy rnyageimanl 

Nrfprmil contact* 

Coal r«pcrngpa»P 

tmpfmiil crrrtocU 

Only bwdoti 
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tldaSw# 
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TIWLifUlW TaKE^ 

0 
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Np cflnr^ri Mrth dan 

Ifa nfbnTHtKari 
lyalafTi. Mb 
nrctiunling fcpr sjfwgv 
cptmirip&pn 

No prametf «m cH 

Mo nv*«mani rt 
hCtimng nrwrOy 
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Example ol an unftBtarteed matrix 



Level 0 

Energy management ^ non-existefiL There is no energy policy, no specific 'energy' 
staff and no formal derogation of responsibility for energy use. Energy consumption is 
not monitored and there ts no programme of promoting awareness of energy use 
withm the ongarusation 
Strength* none. 

Weakness: substantial losl opportunity So reduce energy cor gumption and wider 
environmental impact. 

Level 1 

Although there is no exp&cit Energy poftcy, the organisation does employ an energy 
specialist. This person has create a rudimentary information system loosed on fuel 
invoices but any reporting is only within his or her department. The energy specialist 
promotes an awareness of energy matters through informal contacts with those 
directly responsible for energy consumption and responds to requests for advice on 
an ad hoc basis. 

Strength; specialist staff recognise the importance of energy management, 
Weakness: energy management refes solely on informal relations with users, with 
little or no corporate pnofity (and resulting finance) accorded to the activity. 

Level 2 

Senior managers accept the importance of energy management but, in practice, there 
is little active commitment or support for energy management activities Energy staff 
are usualiy based in a technical department and report 10 an ad hoc committee of 
people from other departments. The effectiveness of energy management activities is 
restricted by the interest and enthusiasm of these committee members. 

Strength: energy staff are a formal focus for energy managemgni irnttaEnras. 
Weakness: there is still insufficient support from top management, typically with 
any project being considered indrviduaBy rather than as part of a programme. 

Level 3 

Energy management is taken more seriously by senior managers and is woven Into 
formal managerial structures. Consumption is assigned to cost centre budgets. There 
is a comprehensive informal System and an established system of reporting. There 
is also an agreed programme for promoting energy management and investing in 
energy efficiency. 

Strength: energy is no longer regarded m a marginal issue and b the concern of 
the whole organisation. 

Weakness: energy management is sun not fulfy integrated and most managers 
regard it as a technical function rather than as part of their own responsibility. 



Level 4 

There is clear delegation of responsibility for energy consumption throughout the 
or ganisation. The energy manager regularly exploits formal and informal channels of 
communication to influence users’ behaviour and promote energy efficiency. There is 
a comprehensive information system and energy consumption is fufly integrated into 
managemeni accounting. Actual performance is monitored against targets and the 
benefits of energy efficiency measures calculated. Achievements in energy 
managemeni are well reported and energy consumption is related lo its impact on 
wider environmental issues The managing board is committed to energy efficiency, 
Str&ngth; energy management is fully integrated into management systems, 
Weakness: the activities of the energy staff could become bureaucratized. 


Using the matrix to promote organisational change 

If you are going to help bring about me organisational changes and development 
required to improve energy management* you need a way of: 


# identifying the issues with the highest priority for you 
m reviewing how wefc you pereoi^ 

# assessing the quality and tevei Of support which you are being given 

# focusing on your present situation and identifying where you want to get !o next, 
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Establishing your organisational profile 

There are lan straightforward steps When you can taka to bring about rnprovernents 
to energy management In your ogsnisetiofv 

1 Make a photocopy of the matrix. Consider each cofcjmn, one at a time. Mark the 
place re each column which best describes where you threk you am are^itty located 
Place your mark m the appropriate csl or between carts if you think this is more 
actuate 

2 Then join up your marks across toe cokreres to produce a graph line . The s your 
Organisation Profile It wi gwe you an overef ndceticre of how balanced energy 
management e in you organsofton 

Don't worry if the Profile <s uneven. This 6 the case n most organisations The 
peaks represent where your ament etfert is most sophisticated. The troughs ndcaia 
where you are least advanced. 

3 Msk(ra~seoond photocopy of the maim and ask your Ins ma^ga' to repeat the 
fTxess. marking rt tip n me same wiry 

4 Compare your Organisational Profiles- Where they disagree, discuss your 
assessments to see tt you can reach an e^eed compromise position- If you can agree 
the Profile, draw it on a third photocopy, tl you can't agree, draw both Proves on and 
(abet them as you- separate views Do not regard failure to agree as a problem, it 
amply reflects your different standpoints and mderstantfng. 

[Even it you agree, you may find « instructive to ask Others to fill re the matrix, 
particularly if they are involved with the services you offer. Their Profiles wii fell you 
now energy management is seen by others in your organisation. This can help you 
clarify what outsiders see m your strengths end weaknesses, Where you have 
ccflacted this information, include their labelled Profiles on the Ltwd photocopy.] 

5 Working on your own, decide which columns contain Issues that are most 
Important In your own particular circumstances Choose two columns where you 
would most like to see a change or improvement. Then list what you see as the five 
man obstacles impeding you progress to the next level up in each of these columns. 

Then identify three key opportunities lor Improving your performaTca. 

[Note that it will not always be the odumne with the lowesl score which warrant 
immediate attention If tfie obstacles you identity seem insuperable from where you 
stand, or il there are no obvious opportunities for improvement. then you may be 
better otf investing your limited Imre and attention elsewhere. Remember loo that 
others, above you in your organisation's hierarchy or mealed re other departments, 
may be able to remove otKtactes or to create opportunities whrda are simply not epen 
to you. Tty to identity where thus is so and wturt they need to do if they are to trefo ] 

6 Ask your toe manager to repeat this process 

7 Again compare you lists It you disagree, try lo reach a consensus It you cant 
simply amalgamate! your lots of CbstoPks and opportmtias 

8 Pass a photocopy of the matrix to you senior manager* and ask them to repeat 
the exercises done by you and you toe manager Ask them to return Uie re&Jis lo 
yOufor notation tnctude the* Ogarrsationai Profiles on toe tiwp pfxjtooopy. 

9 Wrtte up the cctiaied results re a report to you sereor managers. Include sJ the 
&beted Organisations: Profiles on the matrix and toe coiated lets of obstacles and 
opportunities End with a set of recarrrTiendations preposreg hew ictoitrliect obstacles 
can be overcome and how opportirertcs can be exploded Where you ere unable to 
do thus, table a senes of guest ions for senior managers asking what they beiave 
needs to be done to improve toe present situation, 

10 Use the dialogue started by these exercises to construct, re negotiation with your 
senior managers, an Action Pan for improving energy management over the next 
twelve months. Include some interim mfieslorres and specify: 

• who is responsible lor taking each of the actons feted, and 

• how progress Is to be measured at toe end Of the penod 

One possible method for measuring progress is to use the Energy Management 
Matrix at the end of the period to identity how the Organisational Profie has changed. 

Once you have used iha matrix to identify an issue on which you want more 
information, then you can turn to the relevant chapter in this Guide for turther advice. 
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OTMTEG/C APPROACH 


Organisations can adopt a vanety of approaches to energy management Where 
energy management s tocafed, how it s staffed and funded and how it relates to 
Other pans of Ihe organisation - these are questions to which there Is rto single 
answer, but a range of options The strategy you adopt writ depend on yow indtwdust 
situation, particularly on the corporate culture ot the organisation you are wdtHrtg to, 
and on the stage It has reached In energy management. 

Phasing energy management 

There Is a dear sequence to developing energy management uclivfties Any organis- 
ation, whether introducing energy management for the first lima or upgrading its 
existing activities, needs to be aware of this and adapt its effort accordingly. This 
sequence can t*i visusteedassenesof overiapprig phises 

Riase 1 ganng control o*er energy coretxnptcn 
Riase 2 : rvegjng n energy saving measles 
- ; Phase 3 : martarmg control over oon 9 Lsnp 4 aa 

Phase 1 

The first aim of energy management shoUd be to gam control of oonsunption and 
arsis by identifying your organisation's mapr users of energy and introducing ‘no 
cost' ways of avoiding waste. 

• Purchasing sf/afcgias; Review fust choices and tariff selection to make sure that 
the most appropriate energy sources are being exploited and that they am being 
bought at the right prices. 

• Operating practices Review boiler room, heating, lighting and ventilator control 
strategies to ensure ihat existing plant and equipment is being operated at maxmmn 
e JSciancy. 

• ArtofWafon and training practices- Review energy awareness-raortg campaigns 
and latex trailing programmes to ensure that adequate guidance e given, throughout 
yoir organisation. on appropriate 'good 00086*4000*^' practices tor ai rtohiduals and 

■ 1 j grafts whose actions can affect oonsurpton 

Phase 2 

Once the operation of existing plant and buildings has been brought inder control, 
and obvious excess consumption has been curbed, you can turn your attention to 
investing in energy saving measures which cost money. 

• ftwwmtent practices. Review the opportunities for Investing in increased energy 
efficiency and rank these in terms of the capital expenditure required and (heir 
predicted rates of return 
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STRATEGIC APPROACH 


Ptan a programme of wo*, based on funds available, which wit maximise the 
return on investment, n order to estabisti the value tor money ot energy management 
activities and generate savings which can be re-invested 

Typcaltr. in the ntral stages Of Phase 2, the IS likety to mean rest riding investment 
to low or medium cost measures However, once opportinrties far easy savings have 
been mplamenled. you wi need to press for **estment to be made with slower rates 
of return. {See Chapter 9: investment] 

It might seem that an organisation would eventualy reach a point where extra 
xivestment produced no funner savngs in realty new and more efficient technologies 
wi cal tor sup p leme nt ary investment 


Phased 

As soon as Phases 1 and 2 are under way you we need to actto mantan control and 
protect yet* rr v e s t m grrt The means estabishno and operating an effective energy 
mar ag emem rtomation system wtvqh mghl involve o computerised monitoring and ( 

targeting system 

m Energy management intofmBItOft: Review dais collect ion. processing and 

feedback procedures and mechanisms to ensue that nlormatton 13 defcvered to those 
who need it. on tone and n a torm which supports thee managerial deosion-making 
so that: 


• control over consumption is maintained 
9 achieved energy savings are sustaned 

• existing energy saving ■nvusimonts are protected. 


An ongoing process 

The time laken over Phases t and 2 depends on the extent ot the problems you face 
and the resources your organisation is wilting or able to devote to 1 hem II insufficient 
expertise and money are Invested, then an organisation is kkety to fail to reduce or 
gain conirol of its energy consumption, in some cases, it may even slip backwards. 

Without continual support from senior and lop management, adequate funding 
and the right quality of energy management staff, control wdl be tost, if the happens, 
then an organisation may sup back to a position worse than it ocoLfved before it 
started trying to save energy. For. fiaving once experienced failure, rt wtl be more 
difficult a second time around. 


• to convince senior management to make Ihe (UTher in«stmgits of tone and 
money requred for energy management to Succeed 

• to motivate other staff to treat energy saving senousfy 


in practice Pnases I and 2 are never enixtify completed- G,-jvny drxi mantaming 
conirol 6 a dynamo process Over time, you w* find that you regularly have to re- 
estabtsh control as users become less energy conscious or control systems need 
re- setting Likewise, as technology changes, the benefit of xivesJrig n new measures 
needs to be reappraised contomaty. 

Understanding change 

As an energy manager you will be involved « introducing changes no you organis- 
ation. Organisational change tends to follow a fairly predictable cycle: 


change 


creative 

insight 


• a desire to improve porlOmiarice slimUlnlcis action. 

• ijncertamty gives rise to creative insight 

• rethinking [ftp problem allows you lo change, and 

• improved control can finally tend to routine 

The initiation phase begins when peotite in an organisation want to bring about 
change or improve periomuince An action is taken which perhaps involves some risk. 
This produces uncertainly which In turn can result In misgivings and abandoning the 
nlliattve, 

Bui il the people Involved can tolerate contradiction and uncertainty they will begin 
to re-trams the problem end enter a phase ol creative <ns*ght In which the previous 



Of y nrv 5<]! ^ 11:! 1 criyiigu Iwidi Tu In' r.-ydnuiJ 


ft EL Ojii-p Bayoml ftotiunar iVtaruionirimf. 
Mew York. Josser- B om, ifidti 
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contradictions are integrated and solutions deoowered, This new understanding can 
become a routine as things settle down. The organisation may then stagnate until 
someone initiates new changes and the organisation begrs the cycte again, 

A major aspect of your job as energy manager Is to help move paoptes’ attitudes 
and behaviour m the direction of energy saving, The kinds of questions you need to 
ask are: 

• to what extent can you exploit the existing oiture of your organtsaiwn? 

• are there ways round: organisation^ constraints that impede progress? 

• can you or should you attempt to change the organisation? 

• to what extent should 1 you yourself change and accommodate to the organisation? 


Team 

Entrepre- 

neurial 

Hierarchic 

Market 


tong short 

planwrg 


GfiQ of Itws Sour "Byplccii ’ cultural lie*?** 


Corporate culture 

To answer these questions you need to undemland the culture ol the organisation m 
which you are working. Energy management has to operate within the collective 
dimate of attitudes and customs that form the culture of your organisation. These 
attitudes indude betels about organisational purpose, the location of authority and 
preferred styles of leadership, Customary ways of gaining compliance, of allowing 
discretion, of equaling performance and motivaling staff are all important if you are 
attempting so influence and alter people's attitudes and behaviour. 

There ere two schools of thought hem. One is a bdfief that sinco organisations are 
complex* only a flexible approach lo energy management that accommodales to a 
specific organisational culture writ be successful The opposing view is that 
organisations are too complex to be understood tufty and that energy management 
systems should be sufficiently robust to operate within any culture. Whether a flexible 
or robust approach is more or fress suitable will of course depend on your particular 
circumstances. In practice, however, no matter how robust you attempt to make your 
energy management systems your success will depend on how welt these are 
attuied lo yom organisation's culture. 

The cultural climate of an organisation will change according to the degree of 
uncertainty n its environment and according lo we time scales within which it needs 
to operate. For example, an organisation operating day-to-day in an uncertain market 
will have a very different style to an organisation in a stable market operating with long 
term horizons. 

Using this idea In a grid produces tour 'typical' cultural types: entrepreneurial, 
team, hierarchic and market, 

This notion of corporate culture is fairly abstract so case studies of four organs 
aborts - Manchester Airport, Sairtsbuys. British Gas and Sheffield Council - are used 
here to illustrate the differences that can exist. The four organisations were chosen 
because they liawe a reputation for good practice, yet the remit, style, location and 
funding of energy management in each of them varies considerably. 

Manchester Airport, for example, located energy management in their Audit 
Department and the^ Energy Manager acts as a trouble-shooter, concentmting on 
cutting waste and identifying opportunities for energy saving investment 

In contrast, at Sheffield Council the Energy Unit is a seven, member team within 
Design and Building Services, ir operates as a fee-earnmg consultancy* selling its 
services lo council departments and school bul with no budget of its own for 
investment in energy efficiency. 


Mfrtrttosf&r Aitpofi - en pigmpte at 
arflreprarieuriaF cuMum 

Ajrpjrfl ’■tile jjrfi'v • " r. 
enDeritfice of enorg', fManagement 
• • ji tnev tij ,, i inicd - ''• r '*i i r 
ffwinager but wanted Quick returns The I 
cultyra# cfinatu i r - etsaractorlsod lay ft 
high degree of uricertfiinty er>d a need; 
lor imrnt-diotp atiidn The Emjpgy 
WflTiji|ftr was asked to draw up a H\ o < 
pOSSibkS projects. s\l Of Wfti£h wfirfl 
approved. 


1 Entrepreneurial culture 

Innovation and growth are Ihe features that distinguish an entrepreneurial culture. The 
organisation is outward looking, planning is short-term and there is a tolerance of 
uncertainly. Leadership is charismatic and accountably operates through personal 
contact. People rely on inluision and hunches. They make decisions quickly, but 
continue to gather information and adjust plans as they go along. These organisations 
have llexibte structures and people are motivated by variety aid risk. Your optimum 
strategy as energy manager would be to: 

• gain the patronage of the chief executive So operate across the organisation 
ft concentrate on major energy users and develop an tfTvestnwst programme that 
will give quick returns. 
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2 Team culture 

Participation end cooperation ere the features that distinguish learn cultures. The 
Organisation is inward looking, planning is long-term and I hare is a tolerance of 
uncertainty Leadership is unobtrusive and supportive and aooountabiirty operates 
Through meeings In matang dttasions. people take tme to seek out diverse opiraons 
and search tar soArtions iftat integrate the various positions. These organisations hane 
flextie structures and peopte are motivaled by cotaboration You optirwn strategy 
as energy manager would be to: 

* set up an energy effbency oommRee with reoresentalrwes from at user 
departments to devise an enagy polcy 

• ^poffl energy raprasontattves to rtvofva people n mp tq ru l i ng this pofcy, 

3 Hierarchic culture 

Structure and control are the loalures that dstmgursh h&archc aiU/es Theorgar^- 
anon s inward looking, ptanning $ tong-term and there is a preference tar certainty. 
Leadership is conservative and authority located m nJes AocointaWty is tarmateed 
by systems of representation In making decisions, people tend to take a tong (jme jo 
gather and analyse information, the objective being to reach the single optimal 
solution. These organisations have ordered structures and people are motivated by 
predictability and seeunty. Your optimum strategy as energy manager would be to: 

• ensure ihat energy management ist clearly located n the structure with estabfened 
procedures of accountably and reporting 

* set up a comprehensive information system (o monitor consumpion and report 
faults. 

4 Market culture 

Productivity and achievement are the feature* that distinguish maiket cuttune*. The 
organisation s outward took ing, ptanning is short term and there is a preference for 
certainly Authority is iocaled n 'the boss', but (here ia a high degree of delegation 
and decentralisation and morels is usually hugh People tend to make rapid and final 
decisions and refly on competence end rational judgement to guide action . These 
organisations have ordered Structures and people are motivated by achieving sensible 
targets Vour optprujti strategy as energy manager would be to; 

* identity co$1 centres wihta (he organc 4on responsible tor manning ther own 
energy wiihn a defined budget 

• devise routine procedures tor recxytng back tu users thwr ftrergy consumption 
against target. 

People are not equaiy corntertsdfcf n ^ich ol these cutturel dimates A oersrn with a 
need for aefteverant w 4 prefer a fTwkfii ctJiue which demands mmeciate action 
but where certainty is tajh. A peison wrth a need tor affkitiori wifl most Krefy prefer a 
team cuiure where (here is (ess need tor acton and toss certainty and the ^npftass s 
on co-operation Particular managortaJ styles veil be more or less suited to each 

ft*** 

This retalJonship between corporate a/ture and managerial style has important 
rnpicatooris tor energy managers Identifying the kind, of culture in which you have to 
operate can help you decide (ho most appropriate strategy and style to adopt n 
representing your work to senior manager and in motivating peopto So save energy 


ShaMdf Counci * m oxampia d taiim 
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ENERGY POUCY 


Many organrahOto, even those well gdvanosd m energy management, hava not as 
yet fel! it necessary to have a formal energy policy. Typically, WflNn these 
organisations, there is a general understanding oi i*SponsiMiti&$ and accountability 
tor energy ccrisirnod but no attempt has been made lo write these down 

But b& long as commitment to saving energy is fell to operate on an unofficial or ad 
hoc basis, then It can be derailed or its impact lessened by changes m personnel, 
whether omongsl top managers, senior managers or even energy nianagement staff 
themselves. Wham commitment is informal, the toss or a champjon or key decision- 
maker, ai any of these levels, can undermine your energy manegemertt act Mires, 
in addition, unless commitment is tormaJiy endorsed, there is also a danger that 
other, tempofanty more pressing, priorities will crowd out I he attention given to 
controlling energy consumpn*: jn, whether n terms of managerial lime oMhe aiocation 
of staff and m sources. 

Furthermore, unless responsibtiifces and acCOuntabity lor energy consumption 0*0 
dearly written down and routinely distributed to el relevant erTi^oyi&s, they cannon 
easily be included r staff performance evaluations. 

Without o written policy , an ogjanisaEiGn's attempts to manage ns consumption of 
energy wi 00 voinembfe I Oc 

m changes n personnel, and/or 
• iterations n perceived pnonfjes. 



An trm^y policy tat your orgiMUsiihnn 


Purpose 

A formal wntfen energy oofecy acts both as 

m a piOtc expr es&fln erf your organisation 1 s eMmrrwtroent to energy conservation dnd 
erwfror*TOf* p rotection 

m a v^orkJTQ document to guide your energy mariagemenT practcss and provide 
contnufy 

These Two aims suggest That the policy should bt? published n two parts. Pan \ , 
the pixpresston of Gorrmrtment and summary of general prtroptes is tor pubfcaHon 
and dissemination. Part 2. ihe detailed operating policy, may oontam commercially 
sensitive information and is lor internal circulation only. |A sample energy policy is 
presented in Chapter 1 1 J 

For ail of these reasons, it ts in your organisation's best inter esi that its support loi 
energy managomonl is expressed in a formal, written duciaraton of oommltmenl, 
accompanied by a set of stated objectors, an action plan lor achieving them and a 
clear specification of delegated naaponsibitfes, 

Them are four addfflonal reasons why you. as energy manager, should promote 
the adoption of a formal, written energy policy by your organisation 
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1 You are mom likely lo be successful in saving energy if both you and your 
organisation have a dear statement of what you are being asked to eocompfeh, 

2 Your organisation wi appreciate the value of you work more if it is able to 
measure you performance against an agreed programme and set of targets. 

3 You actwrties wvi be more c-ffoctivG rf they am adeoLStery staffed and funded. 

4 You activities are more likely to be accepted and supported throughout you 
organisation rf they have formal backing from top management . 

Energy policies in perspective 

Energy management ts only a means to a particular end - safeguarding you 
organsafcon so that a can pusue AS activities without being hndered by dsruptions to 
As energy supply or by having to bear unnecessary energy costs. 

You organisation cannot operate without access to adequate and affordable 
supplies of energy. Even so, policy effectives in lbs area will be of secondary 
importance to whatever you organisation chooses to defrie as its ovemckTg goals- As 
these change with time, so wi the importance attached to energy poicy. 

Saving energy should not be pursued without due attention to as affects on other 
aspects of you organisation's operations, e.g. stall morale, productivity and buMng- 
rsiatod health risks, Other, wider issues such as the depletion ot Unite resources, 
pollution and environmental degradation also need your attention. As a guiding 
principle, be careful to tormutate and then implement energy policy onfy In ways that 
protect and enhance your organisation's primary objectives and other Interests. 

At present, because Of Rowing concern about environmental Issues, energy policy 
■a receiving increased attention. This Is a good tlmo to press you organisation to 
adopt a corporate energy poicy. It it already has, then you should be encouraging co- 
ordination of this policy with your organisation's corporate emiroomentat strategy if 
you have one. 

Sample energy policy 

No two Organisations are exactly alike. So you need to develop your policy to reflect 
you own circumstances as wetl as your DrgiinrSOtion's specific activities and priorities . 

Chapter 1 1 cont&ns a sample energy policy. Th® has been prepared (o support 
organisations which have made a 'Corporate Commitment' to energy efficiency m 
response to the Energy Efficiency Office's initiative launched in 1991 . 

Compare ihte sample poicy with you* own organisation's poicy statement, if you 
already have one Them may be parts of A winch you can. with suitable amentfrnent, 
incorporate in your own If you do not already have® poicy statement, try using the 
Contents Guide below to cXatl one. Or amend (he sample statement m Chapter 11 to 
sut own particular ocunsfances 

Contents Guide 
Parti 

1 Declaration of top management's commrtment to, and senior and mddte 
management s nvohiemant n, energy management 

2 Statement of poicy 

3 Statement of obtectives. separated into short and longer term goals 

Part 2 

4 An action plan, specifying a timetabled programme ol work 

5 Costed resource requirements, xiduding staffing complement, investment and 
training needs, necessary lo achieve the programme 

6 Assigned responsibility and acaxfilablity for actions outlined, specifying 
individuals by name and post 

7 Description ol any energy management committee's remit, structure, membership 
and reporting mechanisms 

8 Named committee representative for each department and specification of internal 
and external lines of otxiimiiriiceiion 

9 Statement ol review procedure, defining milestones and mechanisms for assessing 

overall progress and value tor money, as well as appraising the performance of 
individual members ol stall- Pcssibio contents or a poicy docmnwii 
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Devising the policy 

How the energy policy is actually drafted win depend to some extent on yuu< 
organisation’s corporate outtise. it may also be affected by your own management 
style. Howa/er. you are more Jkaly to get wide acceptance tar thB poflcy if all the 
parties aft acted by it nave been grven the opportunity to contribute to its formulation 
The poltcy docunent may be collated and dratted by you as energy manager but n 
should be vetted and amended by an inter -departmental committee. Departmental 
representatives should be nwted to make submsaons to the when the polcy s first 
fourrulated and then agan whenever it is reviewed. 

Thus consultation penod is the tsne to start building commitment to the policy 
throughout your organisation, ideally, you want to make each vested merest group 
feet that the pokey e reasonable and that they have a stake m it. Above al. fry to avoid 
creating a situation where any group tests that the potcy is beng imposed on them 
without consolation 

Ratifying the policy 

Once the pokey has been formulated, it is important that it be foonaly adopled and 
ratified wrtfxn your organisation Without the. you may haw difficulty gating access 10 
the lurids you need to support you energy management activities 

First the policy must be tormafty endorsed by your msnjitjng board. Then copies 
of the document should be circulated to efl the departments and Interest groups 
concerned and meetings should be held to explain the pokey and Its implications 
Again, your aim here ® to build good relations between the energy management staff 
and those able to influence the outcome of your programme of work. These meetings 
Should also be used to identify, in detail, any marketing or training activities required to 
make sure the policy gets Implemented. 

Actions to be included 

First and Ibremosl you should ensure that you are ertectrvety addressing each ol the 
activities required for (he phase you have reached m your programme of work on 
energy management. [See Chapter 3: Strategic Approach! Oify once you have all of 
these successfully in hand should you took around for other initiatives 

If your organisation already has a roiling programme of energy management 
activities, if is probable that these are currently restricted to tryng to save energy n its 
premises. But there is fyuwmg pressure on you not just to reduce energy costs but 
also to improve you organisation's environmental performance In response io this, 
you may need 1o widen you role, beyond sunpiy ntervenog in the procurement and 
maintenance ol buildings, to cover other areas of energy consumption In your 
organisation. 

Areas which could benefit from the experience you have aocurnutated as energy 
manager ndtode: 

• polution control n terms of CO, and cfc e m i sso r s and ar quality both nsde and 
outodetkAdngs 

ft transport because of the fuel eon&jTpfari rvdved 

• i Ajrchasng due to the embocted energy cement o! maienais 

• waste management oecai se Of tne energy rr^JI cations of disposal.. redamalxxi 
ftidrecycing 

ft • ties management and land use pianmng due to the transport energy 

consequences of choices about building locations. 

Mosi of Ihese areas lie outside the current remit held by energy managers . Some may 
already be the responsibility of others. But the understanding and expenenee vou 
lva«s acquired from trying to save energy m buifdngs is relevant to them You should 
make sure thel you are involved, at feast al Ihe level ol formulating policies, in 
integrating Ihese areas ol activity within your organisation's overall environmental 

strategy. 
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Example of Leicester City Council 

Leicester City Coined (wbch spends C2.5 rmSon a year on energy in its buiUngs) 
published an Energy Action plan m 1990 which ouilines BO actions for meeting e 
larges of reducing energy consumption by 50% by tne year 2025 

The plan defnas me lead officer responsible lor each action and the tme scale to 
complete the action The second annual process report, pubfc^wdn 1992. suggests 
that energy consumption was reduced by 2.5% m me previous year 

Follow up 

Whai you decide to take as you next steps depends on: 

• tne phase you have reached in you programme of energy management 

• the issues which you have dentrlkxl. from the matrix as those you need to tackle 
next. 

VWierever you are at present, your constant am should be to devetop a strategic 
approach to energy management This Invokes you in building a long term roang 
programme of investment and organisational development that wiB eventually 
ntegrale you work on energy management both: 

• withm you orgarxsaliori's envuwncntaf management systems, in partioiar, and 

• throughout its mainstrmm. day-to day, managerial decision -making as wen. 

But it «s important not to bo over-ambilWus. Work incrementafiy, only taking on as 
much work as you can cope with within your current staffing and funding capacities. 
And only accept those tasks which you know you have a fair chance of completing 
successfully in particular, avoid making promises you cannot keep since this wil: 

• damage you reputation for efteetlvennsa and lor providing value for money 

• deter people from using your sorwoes again, and 

• make further funding for energy management activities more difficult to find in 
future 
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ORGANISING 


Energy management ranges over the whole organisation end 1 to De effective- as an 
energy manager you need access to an parts ol itie organisation. But energy 
management has to be located somewhere. There are Five options 

• lechnical department 

• personnel department 

• finance department 

• chtot executive's office 

• outside consultants. 
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Location of energy management 

Saving energy lias fended to be seen as a technical activity and you may now land 
yourself to caled In a technical section within your orgamsaiion This may be a good 
boss tor gaming control <n Phase 1 Of an energy managenwnt programme but ft is 
tes appropriate For waning or energy information activities. 

Personnel may be a suitable location for the mofryotion and training adEMties and a 
finance section may, m the tong term, be a good base from which to Operate the 
tinanaai control and accounting pfocedires roqured n FTvastf 3 But both locations 
have cfcsacJven^ges n terms erf technical support and a edbiry 

The chef executive s office may prwde the high pro% and access reputed lo 
tock start energy martagement cntisafy But, m the longer term if you want energy 
management to be integrated into mainstream management throughout the 
organ, -aten, then this may no? be the best location 

The final option *s to employ Outside consults who Gan pn>«te wide e^Jenervre 
and expertise- Tins may be the best option m technical srtuaticins wti en consultants 
car- be used lo support iitemaF energy staff out it locks the network of retatonaHpe 
and day -to-day contact that is oucfel tor iTfbnrwig and motivating Staff 

In practice, there may be no Single ideal home for si energy management activities 
and the optimum Ideation may need to reflect this, altering over time as youf 
organisation moves from one phase of its energy management programme Eo the 
nest 

Each optwn has its own advantages and shortcomings. Whichever position you 
find yoursetf in you wtfl have to plan accordin^y. An important question is 

* Should ail energy Staff be kept together in a combined unit? 

• Os it more appropriate for them to be dispersed across the organisation? 

In I Gnus ol fine management, a single urtft within a particular section h m the 
shortest chain of command and it may also offer esprit de corps and economies or 
scale But dispersed locations with rasponsS^itoes delegated between sections may 
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be more useftil in the longer term as a way of integrating energy mamgumeni across 
your organoauon's activities 

Which □< these options wilt prme to be best, rot just in the short term but m the 
long run, will depend on the specific circumstance you find within your own 
organisation It you find yourself based in a technical section, then you must work 
agvist saving energy' bang morgnafised as a soeoateed technical activity Energy s 
an organisation -wide management issue, not a techrecal speciality. You must: 

• make al managers understand that centreing energy consunption 6 one ot frier 
managerial reepensMties 

• get them to accept and act on th© new' irderstar***} by hfrwrgirem account 
for (heir owi energy oonsunphon 


Top management support 

As energy manager you may find you have touted status and authority. Yet typeafly 
you vwi have to per s uad e other, more powerful post holders to change the ways in 
which they and the* staff operate Because of this msmatdi between your firmed 
authority and the scale ol your organisatiotvwide task as energy manager, you are 
unlikely to be succsssfti unless you got full backing both from your own section head 
and from serve* management 

Top management backing is needed, not just inlormelly through personal 
endorsement and promotion, but formaly through an inter departmental committee in 
which all senior managers are required to commit themselves and Hie* staff to good 
energy management practices. 

Without this endorsement from lop management energy management is likely to 
remain a taw level activity. Incapable o( breaking out ol your organisation s technical 
back waters. As a result, It will not t.v accepted by manslrrairn managers and by their 
staff as something which needs to be treated as pan ot the* everyday actions and 
activities 

Because the post of energy manager m lady low in an organisation's hierarchy, 
you are likely to find that you have much responsibiliiy and little authority. You are 
required to bring about changes right across the organisation but you Jack the power 
to enforce them. 

You can increase yoi* influence by bulking an alhance with a patron wrthin your 
organisation who will take up Bhd endorse energy management. This can prove 
partcul^fy effective it this figure holds a high profile position such as a company 
chairman or tfxef executive But Pus shciJd only be treated as a temporety expetfant. 

The problem is that nttaenoe acqurod m ths way h rrtormal and tra t ag n. it is 
norther an integral part of your post as energy manager nor ol your ergansahon’s 
energy management structure rr the patron reaves or turns his Or ner attention 
eteewhee, than the nfiuence s lost and (ha may leave you *1 an even waakar position 
once n is recognised that your activities no longer receive the endorsement and 
promotion they pmvusty had. 

Remember that the information that reaches top management has three key 
purposes 

• to geT agreement for major spending on si a* or energy measures 

• to provide a summary or progress 

• to gam racognltion and prestige tor your activities 

A managerial function 

Above all, the energy manager's role is a managerial post. Whatever your other 
qualities and qualifications, you should have sufficient managerial I raining and 
expertise to discharge your managerial rune Hons. Without explicit managerial 
understanding and ability, you are unJikoty to be nftective in managing your own staff 
or in getting energy management accepted throughout tlw organisation, if you do not 
already have the necessary managerial experience, find out what provision your 
organisation makes Jo* n-servxt© training. 
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The qudlrttes an energy manager needs to develop depend id some extern on the 
stage energy managemeni has reached r an organisation Dump phases t and 2, 
you are likely to be effective if you hm fvgh needs for personal achievemani. thrive on 
sattrg yourself short term goats and on the positive feedback d&ived from achieving 
them But. if you do have these qualities and you exploit them successfully, you w« 
eventually find mat you have made al the easv improvements and savings available. 
Then you may no longer be able to find the short term success you seek and so lack 
the recogni ti on you need. 

When a ptogatma of augy management reaches Phase 3, different qualities 
are required erf you as energy manager. Here emphasis s no longer on personal 
mbaiives but on protecting easing fnastmefit n energy efficiency and on twrseerg 
iho operation of itie nsfaUed rnanagemeni informal** system So the personal 
characteristics effect*® * the Garter phase are less relevant They may even prove a 
lability You wt* predominantly be required to safeguard estabfcshed systems and 
procedures and to maintain patterns of behaviour wrfhn presorted fcmrts 

Sample job desenption for energy managers 

Your tasks and rasponsbttfies as energy manager are deafly wide ranging and may 
even very over time as energy management becomes estaofisheef It may be hfHDlui 
thereiomtoprovidaasampiejobdesaiotionfbrthe role of energy manager. 

1 overseeing the formulation and implementation of an energy policy 

2 introducing and mariiaining cost-effective ways of providing management 
Information about energy consumption and attendant environmental 
pollution 

3 reporting such information appropriately and regularly lo the sM 
accountable for (his consumption and to senior managers 

4 introducing and maintaining efficient and environmentally benign policies 
and practices for the purchase and combustion d tuob 

5 raising and maintaining energy awareness throughout you organisation 

6 introducing and maintaining effective ‘good housekeeping' and plant 
operating practices throughout your organisation 

7 Identifying your onganesation'S lianing needs for enagy-fetatflrt shills and 
understanding 

fl identifying oost-effedive opportLrHties for increasng energy efficiency - 
whether n ne* or easting premises 

9 tormUalmg an nvestment programme tor reducing energy consumption 
andenvic rtnenta ) position 

10 rrinxkcng and maintain^ review prac^^ tor estaDfcshrg the viiiue 
tor money of etargy management acti*kies, both to top management and 
other relevant staff 
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Accountability 

Good ton? management © as mportarri as. location What is needed to: 

* LjTomOfguous detegatiuo of vspon^pity Tor controtonij CTsrgy Constrnpfoon to 
appropriate oudQrit holders m each section n rhe organsatiori 

* one person assayed overafl rBspons^ttoy tor co-orclnaing a* energy irwy^onrient 
octivil« and raportrig regularly on how wed each section is controlling the arnooni 
of energy n consjjmes 

# saar tries of reporting and acraxMstyiJy to that person from energy 

# dear rines of reporting and accountancy tor energy management activities heating 
Erom ihat individual tight up to top management 

• a c \m Inter-dBpartmamal committee stnjcEure for managing energy. 

You should report, at leas! once a month, to the head of the section m which you 
ate located. Through ihls seclion head, you need direct access and should report al 
least once a qLtarter to an ritSTHtepartmanW energy management committee. The* 
advantage of such a oommiitee Is that it provides access io areas off dtociJwvrrakjnB 
affecting energy consumption othcrwi&e denied you. Through this committee. you 
should report al least once a yaar to the m^n hoard. 
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It Is also desirable, as specified m 0S7750: 1992, to separate staff functions within 
energy management so that one set of individuals is responsible for making 
nvestmerrts in energy saving measures and another for auditing the return on those 
investments While both sets ot staff may be immecsafely accountable to you as 
energy manager, (he aucfctatg process itself should be subject to regular external 
review, typcsfly both by yo v section head and by the in ter- departmental Energy 
Management Gommrtiee 


Staffing energy management 

The specific rnxrtjqr of peopia require to indfertafce yw activities depends on: 

• The size ot you energy bis 

» the extent 10 which enagy consumption needs to be reduced m you organsaton 

• tiie phase yxi hai® reached in yoe pro^amme of entagy management 

In turn, the extent to which energy consumption needs to be reduced depends on: 


• xxx organisation's ntmbor and range of premises, plain and operations 

• the* current level of energy etfiaoncy 

• the existing level of energy awareness amongst staff and the extent to Which they 
already engage jn good housekeeping practices 

• the adequacy of your current energy Intatmalion system for supporting managartal 
decision-making 

• Ihe budget available to you to Improve on any of the 

Clearly thss means (hat the precise number of alaff who need to be engaged on 
energy management activities will wax and wane ewer time. However, as a very rough 
rule of thumb you should aim to hove, as a minimum 

• one Mi-time member ol slatt for each Cmtlicn ot energy expenditure up to C3m. 
Then you should have, 

• one luMime member ol staff fbr each additional C2m up to EIQm and one for each 
extra DStn above that 

The number ol staff available is not the only significant consideration tee. Equally 
important am ttw areas of expertise and levels ol experience, if they lack expense 
and experience they are ixilitey to be effective without dose supervisor from you. 
And this, m turn, can undermine your own ettectiverwiss by preventing you from 
investing stiffiawt Imp m strati - jk iNnkmg, internal reporting, or in promoting the 
value of energy management activities inade ana outside the aganisat on. 

Over the ccxrse of lime, energy management activities also need to draw on a vwde 
range ol skfe and expertise 

• gorwai mana^jmcmi 

• technical 

• financial 

• aerscrviei managemr-'i: 

• eduction and iranng 

• marketing 

The crucial porit here s to get the ngm im ol Suns and experience, n the right 
place, at the right tme At different phases in a programme of work, you wiB need to 
caff on assistance ten stall with specialised expertise ti : 

Phase 1 

• energy efficiency as appfiod to premines. plant and controls 

• education and training 

Phase Z 

• accounting arid financial Irtvffiirmnl appraisal 

Phase 3 

• motivation, incentives, promotion and publicity 

• the design and operation ol management information systems 


<£ 3 m 

hF per £ 1 m 

A 



£ 3-1 Om 

J per £ 2 m 



>£ 10 m 

+ per £ 4 m 



Starting fdliQfii tor owi^ niofM^-irnont m a 
Euflcfton ol mHUfjy is^^ndUfm 


firry 

I I w I I - I 'I 
EDDPD 
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Tr a fnrtgtf erf pCHOibfc ing it»ld|k»n4 
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MOTIVATION 



Users ol oniftrgy nOTagofriaJit wwc m and 
Therefore jaaopto you m 4*1 to moltvttiw 



Energy itidhflgomfnanl c^h|m:!ivfirj 


Management is a process of achieving you- aims through renting ro other peopfio and 
most energy managers wfl have to try lo affect people's behaviour Through example 
and persuasion rather than by tefling them what to do. 

Thare was a view, Jess widety hefcJ now than say ten years ago. that 'managing 
energy is a technical Issue. User Interf er sice with the tunctlorung of a building is seen 
as a bad thing and ihe object is to minimise toe Impact of user behaviour by auto- 
mating budding controls, Although it is true that hatter control on boiler systems, 
room thermostats ana timer switches can dramatically improve energy efficiency and 
reduce consumption, removing eiM environmental control from toying occupants can 
be counter-effective- People find ways of circumventing automatic systems; they leave 
windows and doors open, they leave lights on when not needed and they tamper with 
control and alter thermostat settings. 

White such behaviour is an anathema to engineers, in practice, you will find that 
building occupiers have to be capted and persuaded Being successful in saving 
energy is thus a question of motivating people to behave dffieriently How you Qo 
aoout thus wi depend pnmanly on your own management style and on the cuhure ot 
the organisation you are working n 

Your problem is Thai, for most peo Die energy efficiency has a Icrw priority Peer *3 
only seem to take any notce p* ther anwrxTm&nt when they feet Sudden d^oomfol ii 
fl feels too hot or too cold, too stuffy or too too bright or too am. in terms ot 

comfort,, people want stabdriy so it is difftcuff to get people to gw energy 
management the attention ft (Reserves Remember, you want to use energy more 
efficiency to reduce rats and to reduce e^-rofrriemaJ petition 

But ro motivate people you have to transtale these Organtsatml goa& nto tongs 
people want to do. H you are gong to gan influence with peopte over whom you have 
no authority then they must identify wrth these org^satortal goa^ To achieve this 
you must demonstrate that ycx* activities and demands are customer drrv&? Yet m 
many cases the opposite s happening. At present energy managers a/e given a 
target by top managerneri* of reducing energy cost by some arbitrary percentage and 
only a lew organisations have achieved savings by motivating people lo alter then 
altitudes and behaviCHj 

There are many ways Op^i to you to increase your influence. These include: 

# ensuring that people get auiietiiiig outotf what you propose 

# giving rewards, for example praise, or a good word to the nght people 

# extending your influence upwards and sideways as well as downwards 


Motivation 

What motivates people? How do you get people to switch oft unnecessary lights, Ot 
accept tower Thermostat settings? How do ytxj get ihem lo read meters accurately 
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earn month and send the data in on tme? And hew can you get agreement to fives t 
n a measure you are convinced wi s awe energy? 

Motivation ® whatever induces people to act vduitarty n a certain way and then 
to persist n the face or difficuty. People have base needs (e g lood) wnch i not met 
give nee to a dnve (e g hunger) which results n aefien la search tor tood). But people 
also do things tor more complex reasons. They gam a sense o( identity and 
satisfaction through their relationships with others Consequent ty. pressure from 
coleagues can be more effective than financial incentives or management controls 
Organisations adopting Unis approach show greater concern lor staff morale, they 
devise group rattier than individual incentives, they keep employees infonned, tor 
oxarnpie through company newspapers, and they attempt to make the workplace a 
source of satistechwi. 

One of the mam ways of creating pb satisfaction « by arranging work so that 
people can achieve their own aims by directing their efforts towards meeting 
orgsntsahoivif goals, m this way high performance standards can be sot if people 
accept them as their own The idee of 'job aftcftmenn 1 is eteo important in motivating 
people. Work can be made more safefyryg by slowing people greeter autonomy. In 
the way staff are made more accountable tor ther own actions. 

Behaviour s also nftoenoed by expectations People n organisations weigh up 
eft orl ,tnd reward It the effort required ot them s perceived as too great in 
oompenson with an expected outcome, ther motivation fate, ft wtii also tan it others 
rippaar to be gettng greater reward for the same effort The ways m which your 
organisation rewzvds, or does not reword, performance win affect these perceptions 
and therefore motivation. Although staff appreciate that there is a dear relationship 
between effort, performance and reward, there is no evidence that you am motivate 
people to Improve their performance by merely increasing rewards, Increased 
recognition for work well done and increased responsibility for controlling that work 
era more likely to be effective. The bad news is that lack of reward demotivates. 
hNghty motivated people, frustrated through inadequate facilities and inadequate 
finding, become dissatisfied and step peffamng 


Motrvaiirtg 

■ don’t timt momr? r$ ms cn-v y 

(he bfrtf rv.jy (c mftViZtii 
* lOcocf 1 f ilYI ti?X -ii.i'kly ntjy njjrrf'’ 
if bwyyF rrftKt on mofamson 
« ♦u vars >. QM' rtewi« s T.s*, ba aee»l 

n ft fftrogfrrtl i&i fctr wqrV irtnl oort 
« joaeakiQ mitOnOmy, doer el *1*1 sj \3 
1/fWSQnts: ^C^JuritlW&'ty WJl 
moUvifori 

m ptioplo Wfirri io change antf am 

rn :1 i'/rtl I rf| h< i. • ifTt irsiiniivrj in inqttBnl ivij 


Who you rwd to motivate 

There are so* c&fagenes of people you need to mo&vate Each group wit have a 
ctflerent rrterest n energy and wi therefore need to be motvafod fi a cfrftemnl way 

J Saner managers 

The main motivation of senior managers is to improve the performance of your 
otgfitiB£tliCf\ through cost reduction and romased prefitabity. Above ai, therefore, 
you need to demonstrate your achievements to them In these terms. 

Show thorn whal tho#r fuel costs woukf be now ft no energy eflloOTcy rr^sures 
had been taken in the past. Describe bow these savings vm$ achieved, whether 
thrchjgb ttviff negotiation, mvesimeni in specie energy efflotency measures or through 
better niiirvagempnl Then use an accounting procedure that quantifies aEl these 
savings, since tins is a powerful tool in negotiating tuxfrng tor energy management 
.activities and further investment. 

Some energy managers hitch a ride on the authority of a powerful pattern. [See 
Chapter 5 Organising! This is not an ideal arrangement sm<:e r h dependent on the 
pnirgn ternaring h pqsr and main taring interest support But iJ is p quck way to 

Jgck- start m energy management poepramr™? and get rapid acton The problem, n 
terms d motivation, *a that borrowed power breeds resentmint and a tal from grace 
ern undo any progress Systematically >\ju need to auteiriut* patronage for a more 
Secure b&se by bufcfcng support Ifirotx^hoi^ frit? orgartsaticrv tn pirticiiar. you must 
gel unit managers to see success jn energy management as bang their own 
achievement, even if won with your support and I eixouagemeni 

2 Qtafjerfrrjtfnraf managers 

The obwus way to motivate departmental managers s to mak© them budget holders 
responsible for controlling energy costs. Their motivation to reduce energy 
consiJTipfron wm then depend on whet happens to any underspend on the energy 
budget i inti tKtw txjdgr^s are se^ tor the succeeding yftu . 
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in some organisations budget holders are able to retain a proportion of 
underspend on energy and shift it to other budget headings. So. tor example, a 
university department is able to use savngs made to finance loading and research 
in other organisations, where any surplus Is clawed back and budgets tor the 
toiowng year prapwlionately reduced, there is no incentive to save. espeoatV r* 
budget holders are worried that energy consunptBn may suddenly rise agan in a 
severe writer. 

Clawing back savings a nol always a dSFCentivG, however. In some organisations 
cost reduction alone is a sufficient incentive to departmental managers even though all 
underspend is relumed to the centre. The approach here is to Integrate energy 
meiiagtimenit mlo the gonwal rBsrxira managermnt and to report parfamahoe In the 
same way a$ ail other costs. 

Even in these Gkcumstances departmental managers need ways of enoouragmg 
their statf to save energy They will need your support and advice about what 
oehaviour e mesi likely to reduce energy consumption, they wi need your as s istance 
n raising staff awareness of these issues and they w,n need regular toedback on how 
they are par ta mng. 



Key porfo nn 0 need 

* .Kki; j.| - ,f *r<?* i rts® /& 
t hoir performance! 

■ backed up by limaY anc* 
report* on contumplran 

* Ii-"_jhwmi supfHirt cvi h - .v can 
Urtprevi fitrcctoncy 

* rt-i.^ijfutkin ■ -i IN* valsj.i ol wtmi tha, -lo 


3 Kflypersgfirwf 

These people have direct control over buiing or pferu operation, such as premises 
managers, caretakers and rriRinften^Tce s^f To be c on v i nced that oontming energy 
Consi.iTipticiri ts important, key personnel wil have to measure their ow n personal 
pefformanoe and job satisfaction, aE teas! m parr. *n Tams of rtcreaang ihe energy 
efficiency d The premises ard plant they control 

The* success will also depend on how much spare capacity their job situation 
allows them and on how much autonomy and discretion they have lo order thefc 
work if ihey are working 01 Ml stretch to maintain the operation of plant or premises, 
ttwn Iheir man aim w* be to prevent breakdowns and avad oomptainrs from byildng 
oecupiora 

H key personnel are uretervafued by senior managers, ignored unless something 
goes wrong, have no budget tor even the most basic investment m energy efficiency 
measures, and are subject to blanket drectives to reduce energy costs by some 
□fhrtrary porcerrEage. then they are Ske^y to be extremefy ditfiocJ I to motivate 

If, on fie other hand, they haw adopted energy eflfoency as a personal goal, rf 
they get support. recogrvEion and from server mana^HTieriE. and if they get 

[he cechncal hadi-yp from you. men they ae mom Italy lo lake a pride if the/ work 
Make pcfson.il face-to-face contact with these people Maintain good working 
relations with Shorn Through r eggfar meetings Whether those ore lonrol or informal will 
depend on rf>o type of organtsaiion you are working in and your own personal style of 
management The way to motivate key conirof staff is through pb enrichment 1 by 
helpng them use enrwgy efficiency to take pods in Iheir work. 



Cnatgy nwitvn|iMt^nl hiaEI 


4 Energy riTarrayomont staff 

How do you. p^sonalty. get job satisfaction? Unless you are motivated yourself, it will 
be imprest to motivate your stair and other people m too iivgarfisafoon it ss worth 
stopping a moment and reflecting on how you might answer this question. Managers 
are typcaly motivated by lives basic drives, achievemani. affixation and power You 
wi 'And that, tor you. one erf toem is predDmn 3 rrt. 

M you are projed-onerrted and W <e to achieve fr-miis, your mcrfrvatMDn wi depend 
on dear goals, dacrefe assignments, measurable outcomes You v.- welcome vanety 
to man.tan chaieng# and you wi er^oy the recognition 0# you senior managers, m 
shod you are mofrvaTed by achievement. 

If you need. to reiate to people and prefer to work in a group or team, your 
motivation will depend on involving others in designing and operating energy 
management You will want to organise your siafi as a team ant 1 wi try to create an 
espnt do corps amongst energy representatives and unit manager* In $f>ori you are 
motivated by affiliation. 

II you like to influence and direct people, you will t>e motivated by successfully 
managing others to do tivngs (or your organisation. You have a drrve 10 command or 
at least guide (he behaviour of offers In short you are motivated by power. 
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5 Entity rtiprtiSertmtivtiS 

Thore are obvious benefits « having energy representatives on site with specific 
responsibly tor energy n each department cr bulking. Ktea#y. such representatives 
siTtxid be nominated by the Section n which they work There a a value m manual 
reading meters Human beings are ohen belter at recognising prodtems than 
automate sensors, Havng someone mvdved m thnkng about energy also has an 
mpact on other people's altitudes and may encourage work colleagues to improve 
tausakseping, Ask them 10 keep their eyes open and report faults or ways in when 
energy can be saved and ask them to act as energy monitors, dosing doors and 
windows and switching off lights. 

How successful this Es. in practice, wilt depend on your organisation and the 
approach r[ takes in energy management Unless accepted try other staff, this 
monitoring rota can have obvious negative effects You may wont to use energy 
representatives as a temporary stop-gap, chopping the** monitoring (Unction once 
your organisation produces automatic metering and incorporates energy Mo routine 
rescues management. 

Energy representatives need training and support to perform their role and, 
perhaps more importantly need prase and encouagement to persist n what can be 
t thankless routne task. They need to be able to we that what they do contributes to 
energy efitaency They need to trow exactly why accurate and imofy meter readings 
are crucial to effective energy management, and how reporting faults can save 
energy Thta mams that you have to provide them v. th dear up-to-date information 
And you must investigate any reported faults quickly aid ettectrvely. Once again, K you 
want to keep ihem on your side, you wfll need to build personal relations with them 
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6 Goner# staff 

in trying to motivate staff, environmental consdaratiors wi. for marry, be as significant 
as saving money Calculate the impact of your energy saving on CO. and sulphur 
emissions. Present this in terms of global warming and add ran. 

Think about whether your organisation could give a proportion of its energy 
savings to chanty if a department underspends ns energy budget, staff could 
nominate a chanty to winch some of this, supers & donated 

You may not need to speak to each member ot stafi personaly, especially if you 
car provide unit managers with ihe necessary material to motivate then staff. If 
appropriate include energy c^fioericy n staff mdvjctori programmes and use your 
organisation s newsletter to recognise each department's progress <n energy 
conservation, 

Management stylo 

You managamont style wtl affect staff motivation ar i.l yrx i noed [o adapt your way nl 
doing ihings to the cutluny of the organisation you are working in as well as the 
particular person you want to motivate. Different cultures need different styles, 



• EntmixeneuvU cultures demand a dynamic manage me nt style based on personal 
contact. They suit prime movers who are motivated by risk and change 

• Team cultures demand a si4jportive management style hosed on meetings and 
etecussen They suit fac*tators who are moflvpfed by cotiParalion. 

• Hierarchic cultures demand a tormat management styfe based on expanse and 
procedires They suit oooftfrators who are motivated by siabkty and comrol. 

• Marin# endues demand a goat-oriented management style based on settng 
targets They sut achievers who are motivated by autonomy and pasonaf 
acoountaP*ty 

Clearly r ot >?veryone within an organsaten will oontorm to these ideal types so you 
will need to adapt what you do to suit particular people. Bear these ideas about 
motivation m mind as you do your job. Think about how you can apoiy them as you 
relate to people and try to influence them. Don't treat these ideas as roles. Thee is no 
simplistic way of motivating people but these suggestions may help you to analyse 
how we# you are [loading with this issue. 
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INFORMATION SYSTEMS 


Good information ^ irdispprisibe for effective energy management Bui conventional 
financial accounts do no! make visible the benefits oi energy management Most 
organisaitons examine the aggregate ttponcfture and revenue retaied to each pan oi 
the business - they are interested in the 'bottom line 1 or how much ol a profit or loss 
each department is making. This is a key reason why energy managers have had 
difficulty in the past m maintaining senior management interest and oomm ftmen t 

Designing a good information system involves considering ihe whole i access of 
adequate data input, sensible analysts and appropriate reporting Until recently, 
energy information systems have predominately been diseased in terms ot the 
hardware and software specifications tor monitoring and targeting sysiems Now 
much more concern is given to finding out whal information end-ys&ra ol such 
Systems need and to designing interlaces iftzi are user'faarrfy, Although they may 
form its core, monitoring and targeting are only pan of a comprehensive energy 
information system 

Information is data that has been processed so thai it a meanrigtul to users awl 
hdps them make decj&cn$. When desjgmng information systems, the oo^eci is to 
f educe I he amount of data that decision makers receive whie i nqsasing me quaNty o? 
reievant nk^maaon a! the* dssxssad Instead ol prpducng streams OI data a syslem 
Should monitor, analyse and produce oufjxrt taiored for dfterwii types ot deoaon 

The questions to When you review you g rtarmUwn system are 
m who has an nterest n ihe tTformaiion rt produces? 
m what are &iey interested #i knowing? 

# are they getting the nght iton g Hon n the form that 3 most usefcT 1 


it b now widely accepted ihat information needs to be 'accurate iimoty and 
relevant But of t hese three requirements , the most important u$ rgtevance 
information has to be appropriate to the deoacn to be made There are three tevets a* 
decision making n organsafions which demand different typos of rtomation 

# Opaato nai control 

# rranagenat controi 

# strategic pfenning, 
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miaunlll on nc*«idi vary 


Accuracy and timefiness are also important, but they- vary with the type of decitiari 
You should always strive for accuracy in the data you gather and the informal ion thal 
you provide, but the degree of precision required var ns Do not contuse accuracy and 
pr FO^ton. Precision «$ the variation you are prepared to tolerate in a For 

example, greater predion is needed to control a boiler system than lo make a 
strniegpc decision about wluch fuel lo bum So lor operational com ml you might 
measure consumption to the nearesi kitowait. wtie for strategic decision making you 
might only need consumption figures lo the nearesi CiOOO. But both sets of figures 
wo uW need to be accurate within these acceptable tolerance limits 
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Timeliness will also vary with the type Of decision making. Effective operational 
control demands distant alarms when something goes wrong. But it the system is 
hjnctxxiinrj correctly, you do not need to recede any information Managerial control 
requires regular reports which correspond with your monthly budgetary cycle 

The information you need varies. For operational control you need precise 
information to give you warning of when something exceptional happens. For 
managerial control you need penodc reports on performance. For strategic planning 
need preOctM) nfo mia Don qteckty. 

Strategic piarnmg needs two tands of information The first is straghriorward 
annual summary information I hat corresponds with a yearty review. The Second s 
mtormatioo that is needed irregularly. but often urgently, to support a ime of 
speculate enquey. With rare executions, nfcmtaijon systems have laded to provide 
t iturm a tuitoassst thsk»xlofsiraiegc decision making This tenure is to do with the 
nature ot strategic deoacn-niaking which needs relatively coarse information across 
an unpredictabiy wide range of sources Most databases do not ndude sufficiently 
wide ranging information on ad the (actors that strategic decision makng might need 
to lake into account, nor can they gather and analyse the necessary data quickly 
enough to be of any teal use. 

Barriers 

The mari barriers to the use of energy management rfcrmaticn are: 

Ma na gerial 

m energy management is nwginafced as a tachnicat speciality 

• line management is inadequate 

• there is insufficient Interest and driving lores from above 

• there is tittle incentive for departmental managers and general staff to save energy 

rechnioef 

• getting accurate data on time Is a key problem 

• monitoring and targeting is not integrated with Unsocial accounting 

• output is not reported to either users or senior managers in a form they can readily 
understand and use. 

Getting the most out of your system 

The key things you need to keep in mind when developing an effective energy 
management i nfo r rr ati ori system are: 

• decide who will use the information and involve them in making a realistic 
assessment of thsr needs 

• keep data mom and analuss as simple as posstfe compattfe with acheviig yew 
arm 

• ensue that the output motivates people to use energy efficiently 

• justify the expense of rmrwig the system to send management 

Who uses the information? 

The six man (roups of people that use enagy nformelicn are detailed m Chaster 6: 

1 top and senior management 

2 departmental rnanageis tpr budget holders) 

3 key personnel 
a energy management stalf 

5 energy representatives 

6 general staff. 

r Whaf information do senior managers need? 

Senior and top management needs to know how much money has been saved by 
energy management to answer the questions: 

• without energy management, how much more would the organisation have spent 
on energy last year? 

Feedback requirements ot swnior manager it 
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• whul total amount should be invested in energy efficiency with a shod payback m 
the coming year? 

• what major energy efficiency projects with longer payback should be funded and 
why? 

You Should be m a position to answer these questions in ihe annual energy 
management report lo Ihe crtef execute and the board. 


2 \\tot nivrnwtan (Jo departmental managers need? 

GGpartmen&t managers, espeoaty those who are budget holders, need to know how 
we* key personnel are managng energy consumption « orda to De able 10 answer 
the lofcwrig question 

• ts. the departmfft meetng ets target ard or spying withfi budget? 

Ifm needs to be it as a form as possible. preferably mne same formal as 

43TW other mondonng i^jrmation they recM 





Fradboek \u on4 from key 


3 rtfiof db key persorvief raed? 

Key personnel nr? those responsible fer oomroing plant and premtses They need 
feedback on their performance n order to be able to answer the following questions 

• how much has energy consumption, after takaig into account efiftar eras m the 
weather and occupancy. cha nged compared with East year? 

# wt\al has been the effect, in terms of energy consumed, of any energy 
management action token? 

• are lhese actions still working? 

• *s anything \30nq wrong? 

Your main task, as energy manager a is to Iran key personnel to understood how 
the infgrmnlion system works and to interpret the information it produces. One way is 
to involve them in the process of insteftng the system and des*gnii^g the output . 

4 )^iinkMTmtkxidoeng^st^ne^ 

In addition to the rnformatran abom you wifi also need Infbnratton lo hofp you 
answer: 

* what rne^ues would bring about increased energy efficiency i n your buikflrig$7 

* what is thn anticipated payback on these rrieasLfes? 

* what lechr^ca* advances n energy management are on the horizon? 

To answer those questions you wi need to keep m touch through regional onwgy 
meetings, contwenoe^, professional journals. engineering Goleagues in your own 
cirganisaS tun and Other energy staff outSKte- 


5 Wiaf jn/brmafsori do energy rEpresenaa&yes need? 

Energy representotfves need Smfer but more frequent feedback than ortJrary staff to 
answTF the toiowing questions: 

• E^y how much ts the* department or section fifoimrtf? 

* now much has the* good hous#Eeeprig had? 

Energy representatives, marVy votJnteers dong a routine- tharite^ task, fliso need 
regLiar pnsse and erxsuagament from energy management staff 


6 ^itormtition db genera/ stoff need? 

General staff need simple feedback on how wefl the* department or section ts doing 
n order In answg* the question 

• is Its con^iiTipticn of energy improving or getting worse? 

At the very least, this might be in the font! of a quarterly or bi annual txAetin on a 
notice board, ii the company newsletter or pained up ri the entrance lobby. 


Data input 

How do you get accurate monthly consumption dale for Ihe premises or parts ol 
buildings occupied by individual budget hddere? 

In a Few cases, where she supply meter provides suffficiefiily disaggregated data, 
monthly invokes From the energy simply compantes will be all that is necessary to tm 
an effective monitoring aj'Ki targeting system. But if some bills are estimated, or If 
readings are for periods that do not match your accounting periods, or if the supply 
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meter doesn't correspond with I he areas you went to monitor. then you wil need to 
install and read sub-meters 

Ber for highly efficient organisations, getting accurate meter readings in time can 
be a headache . Them are three alternatives: 

m automate (in the long run automation is l«ke(y to be the best solution, combined 
with invoice data supphed n machne readable farm by the arppty companies} 

• retiploy specific stall to coflect meter readings 

• get energy representatives *s each trt or bufclng to reed the metres. 

Do you need floor area or any other data about the premises you occupy? tdeaty 
you need this rriormation to measure the efficiency ol yax txAIngs and to assess 
pnonties tar up-grading your stock 

Ftekabte up-to-date ntorrnation about premises, for example heated floor areas, 
labnc u-vatuos and ventilation rales, is notoriously drffiorfi to obtain in many 
organisations But without it you wrfl be unable to compare the performance ol 

afp0f©ni sXiflair^jSs 

Data analysis 

The CU5UM method, tf applied lo accurate monthly consumption data and degree 
day information, will provide information to help ask the questions you need to 
answer. This technique; 

• establishes your current patten of energy consumption and when it began 

• identifies poneds in which lire pattern changes 

• ctuanliltes savings adiieved from energy oWoorKy measures. 

Output reporting 

Control chans, showing the difference between actual and predicted energy 
consumption based on tins pattern determined by the CUSUM method, can then be 
plotted, The system then flags a problem if consumption rises above a predetermined 
acceptable tevet. 

Targets (lor example, aiming lo reduce the amount of energy consumed during trie 
ooming period by a given percentage) should be set m conauflatori with ihe those 
managing and working m padicuar areas rather than being imposed from above 
Forecasts of energy consumption are calculated usng the 20 year average and by 
applying an estimate of fUd cost, a budget forecast can be calculated against winch 
expenotve can be mentored. 

Accounting procedures 

! r js essential to get energy management information into mainstream financial 
accounting, tnus rasng me profile of energy nwiagoment and ekarti tying savings 
from energy measures II thu; information is not clearly integrated >nlo the 
orgnrvsaliori'a frianool management system, this lack ol ewreonees is a mater barriw 

(o the mpkmertUition of succhssM et>vgy management poioes 

The finance department won't keep the kind of energy accounts you need, but 
maybe they can tie persuaded in particdbr, they won't eftsaggregate savings or 
increased profitability so that Ihe coninbuign from energy management can be 
identified Norwrf revenue savings made from capital investment m previous years be 
recorded. If no one else wi do it, you w4 have to keep your own accounts. But make 
sure that they are compatible with those kept by the t»v*x* departmreil. 

One metiwl devised by Chertton Technology, ts a capital returns budget. The 
compares capital expenditure against reductions in revenue expenditure over time, its 
essential feature is that it makes visible ihe tael mat capital expenditure m one year 
generates savings m sttosoquenf years. This form of accounting then provides strong 
evidence for further funding, 

Investments in energy efficiency continue to yield benefits long alter the initial 
investment cost has been recovered. To demonstrate savings you must devise a 
means ol measuring the reduction m outgoings. 
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MaMtsig obtocEvGa 


Although (he main lunetiori of energy management ts to control energy cdnsumtrtion 
and prtwide information to support deds»r making, as energy manager, you have on 
additional responsibility to promote energy management and market your activities. 
Promoting energy management nuotves the following key objectives' 
t raising awareness d the importance of energy efficiency to cost coni rot and 
environmental conservation 

2 marketing your services within the organisation 

3 provng value tor money to senior management 

4 publicising your actiBvemffiis n en^gy management outside the organisation, 

Why marketing? 

As energy manager, you are involved in setting energy management as an activity at o 
variety of different levels: 

• senior management 

• budget holders 

• premises managers 

• general Staff 
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Trifyu! Buftnricefc 


You need to engage the attention of each of thes$ groups and motive them to 
follow your advice and adopt belter practice In particular you have to promote 
rtripecl tor energy managanert and roaase its take-up 

MarkRtKvg means treating The people who use you* sendees an cii$lormrs 
Marketing s about naeds and benefits - rfs what other p^opte want ihrt s rnporani 
rot wmi you wafftL Some of the things you do as ar> energy manager - modifying 
and largeing, energy sintiys - are noi of fir^t importance Rn^ng (W1 what peopte 
want is, 

h helps to cfetmgmsh between features and benefits The latest M&T software may 
produce OUSUM picas, txn the benofite are i^ntityrtg savings and idenflying lautts 
What The users Of your services consider value for money ts not pust the service but 
mom importantly what rt does tor them. 

All relationships with users of your services have a marketing atemenl - they 
represent a chance to promote energy management For example, reports To senior 
managers should attempt to demonstrate how you give value for money Af*d nhe 
effect on staff motivation and energy awareness should always be considered when 
prapamg budget tracing statements fey departmental managers 

Successful marketing involves ttecovering all you can about the end users of your 
services After all, they are the people that keep you in a |ob. This means trying So 
answer a number of key quesl ions; 

* What do you provide end user? with now? For example, a chert allowing monthly 
energy use plotted agamsl consumption the prevtous year 


ARCHIVED DOCUMENT 


MARKETING 


# What use have they made erf if? Perhaps they ffle ft away and forget about ft. 

* is this what they reaBy want? Maybe what they need is a way ol tracking energy 
spend against a realistic budget to know whether they are under or over spending, 
or a system thal gives a warning shat energy is being used inefficiently and 
identifies the likely fault. 

Selling 

You may have a horror of seeing. You may even beteva that sealing has nothing to do 
with energy management. Sul to be effective you must sell yourself and energy 
management. 

Few energy managers wilt have forma! training in selling, but it is a ste that you can 
loam and apply as nidify as you- technicar expertise. Selling, more than anything, is 
about sincerity and a belief that what you are ottering satisfies customers and gives 
them value . 

The first step: you ere out to Identify 'custom^ 1 of your services and key personnel 
who can affect energy consumption. These are the people, the key individuals, you 
need to get la know. White you are selling, She technicalities of energy management 
come second; first it is Important to gain people' s confidence in your abity. 



M-arkeurtd activist 


Interna] relations 

Public relations is something most of us do without thinking - that is we try to present 
a tevourabte image to the world. Internal PR means keeping the work-force informed 
and involved, It implies good communications between management and staff. A 
regular period lor discussion, for example with groups of energy representatives , 
budget holders or members of an energy committee, can be used to maintain this 
communication. 

To make progress it is up to you to encourage a debate on problems and possible 
solutions. Everyone has something to contribute. Go round the group, which should 
not be more than a dozen people, and encourage each person to speak, There is 
nearly always a better way of doing things and often those performing the actual task 
are the best people to ask. Encourage suggestions end mate everyone fed that they 
have an important pan to play. 

Vtsit people m their own office or where they work. Get them to show you what 
if ray do. EM don't just do the rounds like the milkman; you can't afford to waste your 
lima. Every hour you spend away from you base must be exploited ro the maximum. 

You must devdtop a system. You need to record people's names, pob titles, phone 
numbers, names of secretaries or assisients. and the date when you Iasi saw teem. 
As well as this basic information you also need to note whai it is that they particularly 
want from you and any personal details. Unless you adopl a routine approach to 
marketing, you will dissipate your efforts 

External public relations 

External PR is largely to do with using the media lo pubfedse the organisation's energy 
activities. This need only be a shod item in a trade Journal or local newspaper. It need 
no! cost much - just lime and a nose for what mighr be newswodhy. You could 
employ a professional firm of consultants, but since you are the one who knows whai 
you are doing, perhaps you are the best person to do it. Maybe your organisation 
already employs a press officer who can help. Having found an outset (fiat wilt lake 
material, try and use it regularty. 

Energy conservation is of incraasing intones! end concern and people will want to 
know what you are achieving, especially if you can give your story a ‘human interest' 
or an ^enwcnmentaT slant, Sponsorship, links with school and donations to chants 
are some of the way® used to improve tea news value of a story. For example an 
energy manager in a local authority might invofve secondary school children \n tunning 
a monitoring and targeting system in a local school. Or a department making savings 
in a pnvate company might be affowed to donate a proportion of these savings to a 
local charity. These types of activity have direct benefits in motivating users, but they 
also have a PR spin-off (hat you can use to have a wxter impact. 
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Training 

The purpose of iraring staff n energy managemenl a ncrf pnncipely to leach them 
technical issues, fcke how to read meters or interpret reports, but is much mom to do 
wrth mentation What you ate trying to do is raise IhO frofite of energy management 
and oonvince them that it is a worthwhile activity. 

You wd need to riovlso dfflereni training seas ore tor different people, not iust one 
standard twenty mmute presentation. Tailor each presentation to fit specific needs 
and tews Of understanding Devote partcuiaj attention to tlevtgng workshop asserts 
for Key personnel who have an impact on energy oonsunption These should have 
the express am ol mp r ow n g the imergy rriormation these people receive and how 
they act on A. 

Energy looms, framing days, seminars and lairs nl ofb? opportunities to promote 
energy awareness and to market your services Energy managers can make 
presentations to alt kinds d galhomgs. lor example: board meetings, management 
team meetings, sommors for budget holders and: promises managers, 

Market research 

Market research means ftnong out as much as you can about 




• who the people are who use. or rnghl use, ytxr st»w*ss? 

• what ther needs are? 

• whal omet energy managers do? 

• whet approprttro energy saving measures are avafette and how much they cost? 
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You need to be constantly looking for chances - chances to introduce energy 
efficiency measures but also opportunities lo Influence people. As energy manager , 
you have fo be vw#- versed in all aspects of you organisation since most of Itiesa 
(pjXMlunito lie outside your own department Energy management operates across 
departmental boundaries. So you need to understand tie structure of your 
organisation , who you must rfij^nce and how lo go about it 

This means that you need to get to know not only the tormaf structue. n terms ol 
who reports to whom and how c flTatrt departments t*Mb lo each other, but also the 
informal structure. Ths can only come from experience if you am new to Ehe job or 
have just toned the organisation, you wi ft need Co devote a great deal of your time and 
energy at first Co getting to know people and finding you way around. II will help 
enormously if you hevs the hacking of lop management 

You need to distinguish different audiences fw your rutrkuing activity, This main;-. 
Chat you should develop a mngg of promotional mmnriaJ targeted at specific levels n 
the orgarisalion You donT ask chief eKecutrves to turn tight s off. You ask them to 
indorse and bads pofccy action. The methods you can use lo msaarph the market am 
pmctoaiy 


marketing r Wflrtf 


• taking to peep** wtfhri y<xir own organsation 

• meetng dher energy nwiagers 

• reading the energy trade bEeratue and journals 


How much should you spend on marketing? 

The amount you budget for marketing is not an easy matter to decide. Sul it is 
probably much more than you spend at me moment Promotion needs to bo 
recognsed as bang not only vafrfl Exit esseriei This means it should be prograrTYrod 
nto ydF time and adequately resourced Marketing has Eo be exphgrt - recogn^^ed, 
recorded, costed and funded So. 

* work out what is requred 
m wtiat resources an? not? Jed 

* how to supply it 

* how to fund it. 

Some energy staff find themselves in a double bind. On the one hand they are 
extxxted tp go out and &ea ther services, but since they can't charge this work to a 
client or particular budget, they feel gutty about gpandtog the time. There may be 
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particular problems In the puttie sector where markelng activity will have to come 
from severely constrained revenue budgets 

Two rules of thumb for how much time and money you should devote to 
marketing are: 

• perhaps as much as a fifth tf youHIrm; certainty not less than a tenth 

• rotiaty about tQ°n of ycur budget, settling back to 5% alter the frst year or two. 

Don i lorgei rel out of InS nvrwrig wage must come costs or rasearcri, 
sdwtsng. pubic r stations, promotion end poss fcfy faring 

Marketing fakes time and is dfficuft to eocouit tor. So you need to keep a record 
In your clary of how the ume is spent . who you see, what you do, what you think you 
rrvght have achieved. Without a systematic approach you w4 lose track and find <1 
dffcuft ti> get the support ol your Ine manager 

The ttggest problem you face O knowng whet benefits you w# gel from ^endng 
on marking, n wtxid be easier it you were setng a product SeAng a service wflhm 
you own organisation is more ditto* to iusety Services are rrvistie, so personal 
reputation end trade record are everythng. Services are bought to satisfy e need, so 
you must identity the real needs of you 'customers' and convince them that you are 
atte to satisfy these needs. 

Planning your marketing 

Planning your marketing strategy is about trying to see where you are gang and 
planning some mile-posla along the way. the plan should be realistic end attainable. It 
need not be a lengthy document, probably arty one side of A4, and should be In two 
parts - analysis and strategy 

Analysis 

1 Who are your eidsting customers? 

2 What gervioes do you prcMde them wilh at the moment? 

3 Cen these services be extended? 

4 Are (here any other potential 'customers’? 

5 Howare the coats of yen* services to be charged? 

Strategy 

1 What are your objectives In quantitative terms? 

2 How are you going to aciveve these objectives m terms of personal contacts, 
putridly, talks? 

3 What are the dates of these wbairves? [Put them n your clary) 

4 VVhai e the oost of these n terms of time and money? 

5 How are you going to fLnd tins activity and justify fl to you stpenors' 7 ' 

How can you keep up the momentum? 

Once you start gettrig resiits, you wi want to keep the momentum gong The point 
is that you are keeping energy management n The pubic eye. not letting yotrseff get 
hived aft m a technical backwater, vttnaebte to bang axed n the esuabtshment is 
Slimmed By raising the profile Of yOtir activities you are ensuing llial energy 
management has a long-term future 

But don't assume that you can do 4 all yours**. You can Brief help from else- 
where n the organisation or even buy In help from outside, as and when needed. 


20 % 

Time 
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Thore are two aspects organisations have to give attention lo when considering 
whether So increase their investment in energy efficiency: 

# internal - its effect on their in-house operations 

• gjrfamaJ - ils impact on reiaroishps wish dents and local communities, 

To persuade your organisation to commFt itself to a programme d irfvt©s:tniefiii in 
energy efHctency P you need to abte lo demonstrate: 

* the afro of she energy problem it currently faces 

* sho tqchntal and good housekeeping measures open to it lo reduce waste 

* iho predicted return on any investment 

• ShftmoJ returns achieved or i particular measles over time. 



f^ponirkQ iiwfliiiiiionfl DpportunltMn 


The existing situation 

Any investment has to be seen as an add! ion to, not as a substitute for having 
effective management practice® tor conTrofling energy consunqlbn throughout your 
organisation Spending money on technical rnprwemerts ckmng Phase 2 of youi 
programme erf energy managernens cannot compensate for inadequate attention to 
gatrorug control cwr energy oensumpfoon during Phase 1 So. before you make any 
iivesinients. it is important lo ensure that. 

• you are getting She best pertormaioe from enstng brings, plarit and Oquq^rr^ 

* /<xx changes are set a? the towest posable lanfts 

# you ere txjrnng the correct toete as eflfcfer rJv as posset 

« good housekeeping practices bang rec^iarfy employed. a! tosst Cry key 
personnel 

The lining of Eecfwd rnpmvements can atecr be crttcaJ to the* Arwraaf viabMv 
and acceptance The good time to invest in technical measures «s when you iw 
adcing a new birting 10 ytx* stock or when essential retortehrne^ work a tying 
undertaken on existing promises. At such limes, the marginal cost of increasing 
energy effioen cy can be very low 

In managerial terms, you need SO ensure that there are ways Shat you and your 
stall can have an input to any new design worn and major maintenance so that 
opportunities for increased energy efficiency are not lost. Even with routine 
mninienance, take action to ensure that like is not replaced with fite whenever fjnorgy 
eHbent, cost -effective alternatives are avalabto. 

identifying opportunities 

The commonest approach to deciding when and where lo invest in mwgy » rrn -my 
has been lo tackle those premises with the largest energy expenditure first This has 
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an obvious advantage Proixrtionatefy larger savings can be mods from tig bis than 
from amaHer ones The can be a good tactic if your mmnrtiia need e to shew that 
energy management activities provide value for money But, unless you have a 
rneeharnsm for retaring pert of the large savings you make, th® approach can be 
seff-trrfrting [See Chapter tO: Funcing] 

A more sophist caiBd and systematic approach (o investment opportunities is 
required it it © to be rebus! aid endumg. Onoe you know the energy consimpaon tor 
each of your premises, you can set up a simple matrix to use as a rough guide tor 
identilyrng the nghi order to which to introduce technical Improvements to your 
buddings, 


Setting priorities 

When fisting investment opportunities toe following rectors noed to be considered: 
a a txfltrtnq's tmfttjy consumptiorv'mt area 

« toe curait stale of ropar and energy efficiency of its fabric, plant and services, 

inducing corflrali 

• its dokvered enwormental condrtcrts * ndl just room tempetatLxes but ndocr air 
ouatty and a* change fares, draughts, rndei and overheating, condersatxn, 
mexM growth; adequacy of natvd and amftctnf tghtrg todudng glare, etc 

• toe readual Wo or length of tenancy of the bufcfng 

• toe effect of ary proposed measaxe on staff atmudas and behavnu 

Give allenltqn lo each d these factors when you are weighing up investment 
opportunrties. If you neglect any of them, you may all make energy savings m toe 
short term bul (he may i&apardfce the reputation and tongor livm viability of energy 
management wttNn ytxrr organisation, 

For Instance, il you simply give priority to funding technical measures in buildings 
with the largest energy bills, without due regard to trying lo Improve the wcrsl 
environmental conditions dekvemd eteewhae withn ywr stock, then you may lose toe 
support and sympathy ol those who have to enduro them. Smiarly, it you invest 
predomnartiy in measures which save money but not energy, o.g tariff changes or 
fuel substitution, then you run the risk c< estrongng people who are concerned about 
environment. il issues Bear n mnd that, n the longer run. investments which afcnare 
members of stall may cost you and your organisation more - n reduced productivity, 
n lost good housekeeping practices, msused controls or abused manlenanoa - than 
you can expect to save from the measires concerned. 



Reporting nvndmari! priariboi 


Proving value tor money 

One o< the moat intractable problems which many energy managers face is justifying 
why then organisation should invest money in increasing Us energy eflidency, 
especially whom there are other, seemingly mere important calls on its capital. This 
problem often operates as a double bind: 

* organisations fypicaSy give priority to investing in what tliey see as their core or 
profit making actrvitHS n preference to energy otlir.ionny 

• even v,\vrt they do nvbst *1 saving eyiergy. tiiey Itnd to demand (aster rales o( 
return than they require from other kinds Of nvestmeni 


Building a case for investment 

As energy manager, you need to identity how Cost savings ansmg from energy 
man agement coJd be redeployed witoin ytxr own organisation to maxiTun effect 
To do this, work out whether, « your own case, the benefits ot ncreased energy 
efficiency are best sold as: 

• reducing oitoraiing/prodixtion costs 

• Increasing employee comfort and wefl- bedg 

• improving oost-ertectlveness and/or profits 

• protecting under funded core activiiies 

• t?nl urK.mg the quality of service or customer care delivered 

• protecting the environment. 
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Specie examptes of such benefits can be used as the bas/s of the case which you 
put forward each yum. rteaty through you inter deparfn^af energy management 
OTiYiitiee to ycM hJI board or oommrttee, tor mantatfied or ncre^sed fwesb>w»i 
For example, Sainsburys top management gave their backingf to increased 
(Treatment in ewgy eflv^nechnoi^ and store desrgn orm they t#xiersloo^ that 
this not onfy gave them a market edge over their competitors but also fed directly nto 
increased company profits. Ox® this cofHiection was made, ener^ 
from a nwgrnat consideration, representing m insigriflcant proportion of annual 
turnover, info a real investment opportunity which ha a mnsistently end s^gnrficanTly 
boosted cofrtpany prpfilabhty. 

The Samabury example shoiid not be seen as surprising. nor uj n likely to be an 
isolated case. For, after staffing and premises, energy is often an organisation's 
Largest variable {as opposed to fixed) cost, Because of Mus, energy savings teed 
directly nto the bottom line. This can be particularly important In pubic sector 
organisations which* am usually hearvity ca$h<*xistrained since energy may be the 
only variable cost which can be reduced without adversely affecting the quality of 
s&vfoe provided, in iris way. cash starved com attMtta can mamo much needed 
njectens fron snvngs made on energy esqaendflif® 

in .1 large university* tor example, wath an energy oil! of around E2ffi, a 5% 
reduction n energy expenettuo coiid pay tor 5 extra teaching start or add 1S% torts 
hprary s book or journal grant. Whichever economic sector you work tn, once you 
know wttat your annual energy costs and savings am n rotation to oth^ simitar 
enterprises, (hen you can calculate what can be achieved n your own orgamation 

Investment appraisal 

As Someivcfl and Taibol make plain in Educated Energy Management, any 
orgsnfaation lh liknty to have more viable opportunmeB lor investment than it has 
money to spend So it has to decide where and how lo Invest us money to rt$ best 
advantage 

There is no Shortage of material explaining how to appty Investment appraisal 
entsrta to energy ^fficxricy measures in txpidings. These sources explain the factors 
which nwd to bo taken into account in any appraisal exercise and spel out the 
cfcftaenoes between the types of catena winch can be appbod to - 4 jcb investments, 
ranrpng from srrtqta payback' caicutations pc) ht through to irfe cycfcF costfig. The 
objectives of investment 

• lo dtftwmHA wfich investments make the best use of evaiLibto money 
w lo et*:Ajw oplimtm fr;?fw?ftl$ from any investment rnadt? 

• 10 mimmi: .*:■ rho nsk Irom making investments 

m to preside a basis for subsequent analysis of the fx^domwice of Die irivestmenf . 

Investing un reducing energy consumptirin is tradstianaly given b low pdorty In the 
fHwicilaJ manegenwil of orgrinisatbrs. The Amtago Norton Ropon showed that this 
arises beaiuse mr^ny organisalions define such tnveslmpnt aii disorelkjnary business 
maintet^rKe expenditure which i$ given tow pncxity. TTtls probinni is coniXHjndPd 
because rriproving energy dficisficy Cate for an BrvosbTient ot capital! ri order ID make 
a future saving m revalue i^xpEsridifue So caprtai expenditure m one year becomes 
tlrvorcod from revenue gars in arx>ther in addtrn, n most nrgan^vi tom. ao^cxjit^g 
systerns focus on recorcte of rcome and expenditue ano the tenerfils from rwestang 
m energy eftooncy are smpfy not visible Financial records on*y show outgongs on 
foef arxt en«-r|y r«iciency measles They do not measire cost s^rvngs (tom reduced 
expenditure on enerriy or ohjr attendant benefits anaang from such mwastm^Tt, fri 
th®^i prcun stances, you need to take two steps to protect you t oputai>on 

m \ . ikt . > pm ! utir uvo to prepare a ctetafed investmanl apfxatiaf k c , my i rn^igyr e 
which you wish to SOO funded wtuch dearly d em o n s t ra te* cadi Sfivngs in 
subsequent years 

• keep your own afXunte tecords of al costs and benefit! . .vn-ung Irom energy 
dllofcncy meauues sine© no one else is likely locomplte infomwUon to sut^orl 
your ecttviuen |Sue Chapt^ 7; Information aystems 1 
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investment criteria 

In most respects, rraefrmtt n energy efficiency is no dtftoren? hem any other area Crf 
faiancsat nwagemerirt. So when yen# organisation first daoties to invest n TOBas^g 
its energy efficiency ft should apply exactly the same cntona to icdudng its energy 
consumption as n appbes to ad Its other mestmante. It should not require a fester Of 
sfcrwer of return on rfressmertt in energy efficiency than it demands efeewhere. 

iniiiftisy , when you can identity no or low cost Investment opportunities, thus 
principle should not be drfficufi to maintain Howsrvt* if your organisation decides to 
fund a roiling programme oi such investments, then over lime it will become 
rereasirxjfy difficult for you to identify opportunity which conlorm to the principle. 
Before you roach this position, you need to renegotiate tim bass on which investment 
deepens are made 

i| may require particular thoroughness to ensure that all the costs and benefits 
artsing are taken Info account The use of simple payback periods may not be 
sufficient and more rigorous appraisal techniques such as Dracouifed Cash Flow; 
Internal Rata of Return and Net Present Value may be mom appropriate, ff you do not 
possess sufficient financial expertise to oatoufete these yourself, you wi need to 
ensure that you have access, either within your own staff or efe&where withffi the 
or^K^ftion, to people who can employ them on you behalf 

There are two quite separate ^omds tor seguing trial, at least towards the end of 
Phase 2 of your programme of energy management, your organisation oguW begin to 
apply a sbwar rate of return to its investments m energy efficiency than it appbes 
elsewhere 

# The benefits arising from some eneigy saving 

their payback periods. Such measures do not need to be written off using fast 
discounting rates but can be regarded as adding to the tong term value of the 
properly For this mason, shod term payback can bo on ruxtequafa yardstick for 
assess* ig tongr* term benefits. To assess The real gams from investing n serving 
energy* you should use investment appraisal technique which accurately reflect 
the longevity oi the rafums on particular types of X^dbncsA measures 

• fhere is current^ a significant pmpaganda oremum lo be earned by any 
dryansaDon which demonstrates that rt ts asrimrtted to mprovng its 
emroimenteti pertarmance. By twktog external pressures on you orgart^aton, 
whether n rhe term of pubic opnion or gcvoi nm e nt ai poicy on green issues, you 
may be a bk> to justify posted ctecrirwiation tor nvestmnrtt n energy efficiency, tor 
example by reference to reducing cfc or CD wisaons or to bombaing sick 
bu4dmg syndtomo 


Protecting energy investment 

li Is essential to keep a carelul watch on yout organisation's masmmnnce jxjiicy and 
prnctois In order lo protect any investment already madn in reducing your organisa- 
tion's energy consumption. There is a dear dapervtonci> r^tionship between energy 
efficiency and riwittinancti- This Operates at two toveis. 

• nfcinly, improving energy efficiency <s most cost -<?ff6cifvo(y done n existing 
promised on the back of marrtenanoe wtwfc 
m ^jbsequemty unless maintenance is regularly undertaken, savings fmm instated 
tedfneal metmim whether w\ new- tyjki cr W&tng pwrt>^ may net be 
rested 

If underspending on maintenance or other imbalanced pnoritm threaten that 
investment, than <1 13 your responsibility to signal this to The appropriate senior 
managers and spati out the shod end longer term consequences for energy 
consumption Always try to keep a clear distinction btHwoen tfie moinlsnanc® and 
energy management functions within your organisation bur illustrate the clear 
netefooraNp between these two in te rdependent areas of activity 
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RfUtng and it% i two-Way H&» 


Emorcjy management e rarefy estahtshed n a way that es finanoaiy sustarsbie. Its 
financial basts is often short semi or nsecue Extraction, if not actually riminent, ts at 
least a rocurant possiUEy. 

The funding of energy management is usuaty dismissed simply tn terms oi the 
number of staff or the money avaiabfetor t^ measures to &jo energy But. in 
the first mslonco, it Is import ant to consider the whole issue ol tiow to firwtce energy 
management at a moto basic level than this and ask two lundarriontal questions 
which are too frequently ignored or glossed ewer 

• wtuve, over both Sho short and long term, are the funds to support energy 
management to come from? 

m where, ki both the short esx! Song on, wl the s*M"igs go? 

Unless these simple questions can be successfully answered, then however 
SophbftRcatod you energy management adrvtiies Daoonie. they e re Ifrety to remark 
frcroaly u^slabte Either they wi an the nsk of oporairxj on a franca* basis that, 
sooner or later, becomes srsfi bmdrig, or rf they suvive, it wil be n crcutistances 
w+ioro (her coninuid existence is always vi*Terabto to civtii y t.i n priorities which are 
decided elsewhere wrthn you or gamsafion 


Key decisions 

There am two essential decisions which you orga^safron newK to make about its 
nvotven nmt n i enargy management: 

• is it to be cnnrJijctnd by in house staff or bought «n frr w Oulside? 

* in it intended to be a UnwHlmitec! project or a pmnanenE function? 

The anmwn to these questions may vary over Erne For mtampla on organisation 
might strirt wtih energy managemert being staffed setety nhouse and then, in the 
longer term, move to employing an external energy management oontrector to cany 
out speafic i3&s Dr, Ske Sansburys, it may beyi by erricjloying external consultants 
(tor oxampfe to set up and oommtssjon its M&T system} and then use n-house staff 
10 run and martian it. 

Wher© energy nwiagemenl is bought in from extern, si cOnsurEants or energy 
management oontmdors, then rt can be paid tor, as and wtwn reqiprod. sto any other 
Server whether on a fee basis Or through alOGiting a poroortiage of the savings 
made. 

Because of Its continuous and phased nature, ii is not sonsihfc !o Treat energy 
rrirui.fcgfifiieril t\$ a time-limited project. It can ivily really be eUoclive a--; a permanent 
function, However, Eliere are specific energy management actMfrts. such as the 
introduction ol ah Information system or the provision ol Iramng programmes, which 
can be sntx^asstully treated as prefects- 
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You need to ixiderstand own orgarisaliori’s fTtontioris here For the choices t 
makes may be critical to the way in Mrfvch energy management activities can be 
financed #1 your partoiar case. For example if you organisation mends to »nploy 
outside consUtarts far a! its energy management, there may less need tar it to be 
estabtehed on a secure, sustainable baas However, if n s intended to establish 
energy management as a permanent m-house luncUon. there can be dear 
advantages to making it setf-fnancirig and setf-sustainabte. 

Funding options 

There are four opiums lor funding In-house energy management: 

1 from a central budget 

2 from a speefflc departmental or section budget , such as bidding services ot 
engineering 

3 through payment For services by refcviduaf budget hokters, or 

4 by reigning a proportion of the savrgs achieved 

AJ of these methods tar financing energy management are workable, at feast « the 
short term. Or an organeetion cxxid use a co mtoin iat i o n of options, tor exa mp le , pat 
central fmdng and part payment tor services rendered, But routes 1 to 3 are Italy to 
constrain, if no* mmedtefefy, then certainly in the longer tam. the type and level of 
energy management aciivrtses which can be undertaken These are iitaty to be 
restricted to fhose which yidd drect and attributable short lerm savings 
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Use of savings 

Whichever route 10 fuming is chosen, the nexi key question remains the same - 
precisely what happens to revenue savings arising from energy management 
activities? Such savings canbefedinoroutofan organisation at four dHterent levels. 

• paid out os a dividend to staff or shareholders 

• absorbed into the centrai budget 

• renamed by depatrrant, section or premises budget bonders, or 

• retuned to the energy management budget 

Unksss the correct tviiance ® struck in the distribution of reverue savings across 
Thfese le.^r ,, (he long term futise of energy management we mman n doubt. 

If dll Of the revenue savings arising from energy management activities are 
distrtouted as dividend cr go to other budget holders, then energy managem^it 
cannot become self-flnancng Where this occurs, continued funding for energy 
management ta nsecva since it depends on either: 


• the com Inner) wWngness of others to vote funds lop skced from Ihutr budgets. Or 

• your ability to otmixiue to win service contracts from budget holders. 


8oih of these may be difficult to achieve, espedaly if budgets are tight. But it is not 
rial the continuity of funding lhal is at nsk rf funding is insecure The range of energy 
management activities, which can be undertaken is also Musty to be limited re (hose 
which accord with criteria decided elsewhere in the organisation, typically by the 
budget holders in uuestion For example, you may ftnd 1 difficult, fven impossible. to 
finance modum to long term activities such as 

• awareness rasrg and er^rgy-reialed trsximg 

• moovaton and promotional camparre 

• techrxal measures when whte cost-effecivre. do not provide short term savngs. 


Setf-financlng energy management 

One way to make energy management seK-financtng is to spfcl revenue savings to 
provide tdmUftabta returns to each interested party. This has the following benefits. 

• Aasfgraig a proportion of energy savings to yocr energy management budget 
means you hove a tfirecl financial incentive to identify and quantify savings arising 
from your own activities. 
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m Separately idantffred nMuns wi help ihe tonsfjlueni pads of your ofqarssa- on 
under stand whether they 1 are each getting good value for money Through the* 
SLppon fpt energy management. 

* if operated suCC&ssfiJy, splitting the savings v/iff iT^ovcr^ 

(XjmrrttmQrt to energy management flrouejixrr the organisation staff at 
levels wi see a flnanoal fetun fex ther efl^ 

# But the man benefit is on ihe ndependence and longevity of lh© ene^ 
nwkTgomenl function which wfl become mcmasrigty apparenl as your 
programme of energy management moves into Phase 3. 


Ensuring continuity 

During Phase I and at Ihe beginning of Phase 2 , your oganisatten ought to be able to 
make considerable savings al tittle cost (except for Ihe funding needed for energy 
management staff!. The important question k whal shoiidh&pp^ 

if pad of these Gasify achieved savings is not returned to you budget as energy 
manager, then your access to s^f-generatod investment funds to support future 
activities wi be lost. And later in Ihe prog'amme it 15 Ukefy to bo ™ch hinder for you 
to make savrgs 

As yoLf organsation progresses through Phase 2 , the investment opportunities 
available to it will have increasingly longer payback periods And, by the time it 
reaches Phase 3 , if none of She continuing revenue savings come back to you as 
energy manager, than the management information system required to maintain 
controi and protect existing nvestiram in energy efficiency wi have to be funded from 
elsewhere This will make the conrinuatton of your energy management actrvrties 
vulnerable to budget cuts when they are in competition with other acthriiies having 
higher priority. 

However, if, as energy manager, you have access to a propod ion of the revenue 
savings artsing from your staffs activities, then these con be re invested rv 

• ftjriher energy efficiency measles 

• activities necessary to create the nght dimate for ajocessfrJ energy management 
winch do not of themselves, drectfy generate swings 

• mafiLanrig or up-gradrig the management rfformafion system 

For energy rrvsnagerneni to be sef^susteinrig, returns on revenue nvings may 
need to continue 10 be paid beyond the payback period used as the enferion for 
making an investment decision . 


Funding other activities 

Soma energy management actrvities are unlikely to produce attributable savings, Nor 
ate they likely lo be attractive to the dtart^emfrsni of ihoao who take out service 
contracts and who want immediate savings on their teveatmont This is true of work 
on rnLsmg raimqv awareness, tnlnlng» and other motivational aclAnfres, ll may also 
apply to inlemaf reporting, maintaining and upgrading mnnfwjnmerH information 
systems and marketing. White premtficircal activities may be essential to the continued 
suvfval of energy management They are unlfctafy, nl thems^N^s, tn save energy or 
money. 

Al of these types of activity are crucsasi, hewevar, lo creating Ihe right cfcmate of 
opinion n y m organ^iion - one thrf is receptive to and support^ of ritorripis to 
control energy consLiTipfrnri, whether te forms Of 

• adoption of good houstifctt^prg* practices by al rjrades ol staff 

• accept- : vice of ihe need to manage energy by i types of marur * nal staff or 

• protection ol money rvesfed m technical measures to save enon jy aganst misuse, 

abuse or neglect 

Or® dear way to fund such activities s by allowing you as onargy manager, to 
rotate a proportion of the income generated by, or lha savings made from, other 
activities to lx? used sped fteefly for this purpose 
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Organisations vary m the proportion of energy management activities they treat as 
an overhead charge with no ejqxctation of a dr eel payback. Depending on your 
orcunstanoes, this may vary from 10% to 40%, 

How much funding 

Whatever yon orgtti^ion sees as the prenaiy purpose of energy management and 
however it chooses to fund such activities, the total sum allocated should not 
normally, during Phases 1 and 3 and most d Phase 3, be less than t0% of its annual 
energy expenditure. Clearly, al some points during these phases, rt may need to be 
more than this this will depend on: 

e ihe levdl of Investment required to: 

- improve 1 tie energy efficiency of your premises, plant and equipment 

- rase Staff energy awareness 

- meat staff energyireiated trading needs 

- upgrade Ihe enargy t forma ti on system 

• the mroerand expertise of the staff needed to carry out those activities 
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Eventualy. yar organisation may reach a port! n Phase 3 where it is tnebte to 
identify further wcrthwMe investments on any of these fronts. Then its iLnrfng far 
energy management may drop betaw 10%. But, even then, you need to ensue that 
funding is kept up to a level sufficient to protect existing investment in energy 
efficiency whether in installed technical measures, training, good management 
practices, or simply to retain competent energy management staff. 

Cash flow 

Careful pfenning can minimise initial costs of energy investment and achieve 
identifiable oast savings. Many accounting conventions allow capital expenditure that 
reduces revenue costs to be property changed to a revenue aooounl, provided that 
there is no additional cost withr the accounting period The requires that: 

1 ni cost measue am mpiemffTted without delay 

2 fast payback measues that are effects throughout the ym* shouw be 
mr+EVT rented as aarfy as possiie n the accomong period 

3 last payt iack, measures that have a seasons* oomponeni dm? to wad o- or 
occupancy patterns shcnJd be faiplBmenied immediately before the panod when 
savings can be made 

CerefiJ planning and dose oontroi over protects wit enable rrveatrnent at a rate of 
1 0% of total expenditure on energy to be achieved wild only tow levels of nett cash 
Outflow in the first year of activity. Subsequ^ii! activity can bo funded trorn accrued 
savings, i hough in practice a capital injection of 1 0% of iimual energy expenditure is 
sought. 
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SAMPLE ENERGY POLICY 


Declaration of commitment 

As pert ol out erwironmental strategy, this organssaton *s communed to response 
energy management and will practise energy efficiency throughout all our premises, 
plant and equipment, wherever i is cost-0 ffecfcve to do so. 

Policy 

The policy of this organisation is to controt energy consumption m order: 

# to avoid unnecessary expendtoure 

• to improve cost-elfectivertess. prodixlivfry and wori<ir>g conditions 

• to protect the erwkamieri and 

# to prolong the usofJ life of fossil fuels, 

Objectives 

Our tong term otpciives ere: 

1 to buy fuels a! the most economic cost 

2 to bum and use them as effidentiy as is practicable 

3 to reduce the amount of pollution, particulaity GO emissions, caused by our 
energy consumption, and 

4 to reduce, wherever possible, our dependence on fossil fuels through the use of 
ambient and renewable energy. 

Immediate aims 

in i he short term, our immediate aims are: 

1 to gain control over Dll' energy consumption by reviewing and improving our 
punchasing, operating, motivation and training practices 

2 to invest in a rolling programme of energy saving measures which will maximize 
returns on investment in order to generate funds which can be re-inve$ted, at least 
in part, in further energy management activities, and/or 

3 to safeguard these gains by establishing and maintaining a management 
information system designed to ensure that information is de&vered to those who 
need it, on time and fo a form which supports ihw managerial decision -making. 
ipetele whatever is inappropriate, according to the phase Of energy management 
currently reached,) 

I ' \ I \ 7 * ? Responsibilities 

“ Responsibility for controPng the cons^pfion of energy resides with the relevant end 
user nearest the point of use who is accountable to a budget holder for that 
consumption, 

Responsibility for expenditure on energy r eskfes with the budget hofder nearest Hie 
point of use who is drectfy accountable \o the Inance director for such expenditure. 
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Responsibrtty fw oo-oitinating energy management activities resides with the 
energy manager who is accountable, through the head of the section n vtfich hefshe 
is located, to the Energy Management Committee 

Respcnsfcity for torrmfetiig and inptemen&ng energy potcy kes with the Erwgy 
Management Comnytijee which is aooouitabie to the mail board. 

The enagy manager and his/her staff wil be located h the aecttonfs) most relevant 
and supportive to the phase of energy management activities currently being 
undertaken. This section is ... [Specify as npptofxui is) . 

The Energy Management Committee wfl be mode up ot representatives from each 
of the energy-oonswrilng sections within the organisation. These representatives are 

. identify by fwne and po$n. 

it will meet quarterly and be chared by ... identity by name and posh 
a member of the main board. 

This Committee will operate as a sub-committoe of the Environmental 
Management Committee to which It wil report fDofete rf inappropriate]. 

Structure 

The energy manege* wi make a monthly report to his/her Irie manager on 
energy mana g em g it actwfes, pnwciTg separate aocotnte of axpe r xJtt *e on; 

• energy oonsunpfon. axJ 

• energy man a gement actMtieS- 

Through the tore manager, he/she will make a quarterly report to the Energy 
Management Committee, which wil report regularly, and make an annual 
presentation, to the main board on: 

e energy consumption throu^xxrt 01# premises, plant and equprnonl 

• energy management activities undertaken to reduce such consumption. 

Lines of communication 

Forma) oommirication on matters relating lo the control of energy conscription by 
end users or budget holders wi be Onset ed through the energy manager who wi. 
where appropriate, bring A to Ore attention of htsrtrer tine manager, other senior 
managers, and to the Energy Management Gommittae. 

Formal communication on matters relating lo energy management activities wi 
ateo be channeled through (he energy manager who wi. where appropriate, bmg it 
lo the attention of si relevant end users, budget holders, he or her tne manage, 
other senior managers 3xJ to the Energy Management Committee 

Action plan 

Dunng the coming year, the following energy management activities will be 
undertaken: 

« a nosierl programme of work 

• a delated timetable with specified mtestonas 

• indicating actions lo be unckrtakgi by desknatod pursonnol. 

Resources 

The number of staH employed m energy management, ihef mix of skiRs and the 
amount of investment correspond with the demands of these activities, 
in accordance with the Energy Efto&xry Office's Good Practice Guidance, the 
nwTter c* siafl for the coring year wi tie ... {Specify as appropriate ) 

in accordance with the Energy Efficiency Office's Good Ptacdoe Gudance, forxJng 
lor the oomng year wi be 1 0% of Our amd ejqrendfore on energy. ie . . . tSpecrty as 
appropngla.) 

Review 

All energy management activities wiB be subject to periodic review. The energy 
manager wi osiabteh progress towanefe meeting objectives and the value tor money 
of indSvxJuul jcimIibs wherever possible An annual audit erf these activities wi be 
prepared on behalf of the Energy Management Committee and presented to the main 
board. Subsequently, refevani extracts will be circulated to appropriate senior 
managers, txxlgel holders and end Leers. 

This policy docungnt will be reviewed and updated amuaBy. 


Energy . I 
I Policy I 
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THE WAY FORWARD 


ft is Important to appreciate that energy- managemenl is nol a technical specialism - it 
simply requires good managemenE practices. improvemenE must come from bath 
ends ot your organisation - from the top down and the bottom up. 

Fop down - supportive teadersh ip 

Board level commitment is required If your organisation is to develop and successfully 
imptemeni an effective energy management poicy. 

Bottom up - demonstrable performance 

A great deal is expected of energy managers, yet energy management may well be 
under -resourced in your organisation. Concemraie your etlorts where you can make 
most impact, and publicise your success to gel the funding you need for energy 
rmnagemen! and investment in energy effidency. 

The Energy Managers Golden Rule 

Energy managers are often placed in the impossible position of having to produce 
dramatic resdEs whist receiving very little support t>r funding. The way round this, in 
the beginning at least Is to adopt the Wovrihg 'golden rule’: 

Show results to get resources 

The five steps to showing results are: 

1 G^in(X)ritroi 

The first thing you have to do is gain control at energy consumption, 

2 Mmsureho^^ you ^ doing 

It is no use just comparing last year's consumption with this years. You have to 
adjust for two key variables: the weather and building use. 

3 Report simpfy, ciea/fy and tefwantfy 

People responsible for energy use need simple dear reports that match the 
information they are used to handling «i the rest of their work. 

4 Share fhegfcwy 

To maintain enthusiasm for energy conservation you must ensu* e that people get 
praise and credit for makng savings 
3 FVomctfo your xhie^aments with your superiors 

It is not sufficient to do a good job, you must also publicise your success in order 
to get firther funding. 

This report contains information which should help you improve your energy 
management policies and practices. Work through it as your circumstances dictate. 
Achieving improvefnents may be a lengthly process so use the matrix regularly once a 
year to help you chart the progress you are making. 
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